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ABSTRACT
The research study reported in this management project examines the issues of 
leadership through change in the UK local authority public sector. Using the work of 
Senge as a guide and as an action research project, my objective was to facilitate 
successful positive change in the service in which I practice as a leader and manager. 
Consideration was given to how I could improve my work as a leader to become what 
Senge describes as a leader who steps ahead, who has the ‘courage, capability, and 
credibility to inspire change at many levels’ (Senge & Kaufer 2000:1).  The project tracks 
and examines that process over a three year period.
A major conclusion of the project is that Senge’s work appears to have provided a useful 
perspective to enable examination of past events and current reality. The project also 
appears to support Senge’s view that leaders have a significant role in sustaining 
change by helping to create energy through vision and passion and in managing the 
forces that limit change.  
"Treat people as if they were what they ought to be, and you help them to become what 
they are capable of being."
Goethe
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1 Chapter I - Introduction
1.1 Overview – new directions
Leadership as an essential component of improved performance has acquired a very 
high status in relation to the government’s public sector reform agenda. As a study of 
leadership and management in the public sector this project has a specific focus on how 
to facilitate successful positive change in the service in which I practice. 
Consideration is given to how I can improve my work as a leader to become what Senge 
describes as a leader who steps ahead, who has the ‘courage, capability, and credibility 
to inspire change at many levels’ (Senge & Kaufer 2000:1).  
The project is particularly focused on two out of the three of Senge’s (Senge & Kaufer 
2000:2) core learning capabilities;
• Individual and collective aspiration: clarifying personal vision, values and 
building shared visions;
• Reflective conversation: increasing personal reflectiveness, especially 
regarding individual and shared mental models, and developing 
capabilities for dialogue and productive discussion within work teams; 
and
• Understanding complexity: developing systems thinking abilities to 
conceptualise highly independent issues and distinguish high- from low-
leverage strategies
The case study will evaluate how closely this action moved the service to achieve what 
Senge describes as a team that;
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‘Continually expand their capacity to create the results that they truly desire,  
where new and expansive patterns of thinking are nurtured, where collective 
aspiration is set free, and where people are continually learning how to learn 
together.’’ (Senge 2006:3). 
The internal service was centralised three years ago following a long period of devolved 
provision. Consideration is given to the action taken since and the insight provided by 
Senge into what worked and what didn’t and what action should be taken going forward. 
It describes the very personal journey of the author in working with a challenging team 
through challenging times.
A chronology of events is attached as appendix 1. This chapter will now briefly introduce 
the context of the study by outlining the service and providing an outline of the public 
sector context in which this study is located.
1.2 The local authority landscape
There are five different types of local authorities in England; these are divided into 
single-tier and two-tier authorities. 
Single tier authorities are 
• Metropolitan Authorities 
• London Boroughs 
• Unitary or Shire Authorities 
Two tier authorities are comprised of a 
• County Council, and 
• District Council 
Around 80% of public services are provided at the county level as follows:
• Education 
• Social services 
• Farming/Agricultural tenancy 
• Trading standards 
• Waste disposal 
• Highways and transport 
• Strategic land use planning 
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 The council’s politically elected leader and cabinet make decisions on behalf of the full 
council. Following 28 years of labour-majority administration, the new conservative 
majority has presented a dramatic culture shock. 
Councillors are responsible for appointment and oversight of officers, who are delegated 
to perform most tasks. The council employs over 25000 staff with a traditional 
hierarchical management structure consisting of Directors, Service Heads and Service 
Managers. The Health and Safety Service we are examining employs 23 professional 
staff, as part of a wider Human Resources Service.
The council is faced with huge budgetary pressures and is required to reallocate £84m 
to frontline services over the next 3 years.
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The name of the council, services and locations involved in this study have been 
anonymised to maintain confidentiality.
1.3 The role of the Health and Safety Service
The principal role of the team is to assist the Council in meeting the requirements of 
health  and  safety  legislation.  This  includes  development  of  policy  and  guidance, 
provision of support to Council Members, managers and staff, monitoring of compliance 
levels, training to maintain competency at all levels and ensuring appropriate levels of 
consultation are in place.
1.4 Rationale for this project
Following centralisation from 5 smaller devolved semi-autonomous teams (see figure 1) 
in 2007, it became evident that the service needed to refocus its activities to have 
greater strategic impact and to address weaknesses in consistency and quality. Over the 
past three years the service has changed to be much more focused on the key areas in 
figure 2.  However, from my perspective, staff have generally tried to pay lip service to 
the change process, whilst attempting to carry on with what they have always done. Prior 
to integration the H&S Advisers had considerable autonomy as the lead professionals in 
their department and were actively encouraged by senior managers working in a much 
more federal culture to do things differently to the corporate centre. The outcome was a 
very inconsistent approach with some departments very focused on inspecting the 
workplace, others focused on training or auditing. Some departments relied upon the 
H&S Advisers to do much of the work that they should have been doing as managers. 
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2 Chapter II - Literature Review
2.1 Introduction
This chapter provides an overview of both the relevant academic literature on 
leadership, mostly drawn from the work of Peter Senge, and to look at how that has 
been applied in relation to this case study. 
Literature relating to the research methodology is included in section 3.
Senge challenges the traditional view of leaders as special people, who set direction, 
make key decisions, energise the troops and command compliance (1990: 340); instead 
defining the role of leaders as designers, stewards and teachers.
According to Alimo-Metcalfe and Alban-Metcalfe (2002:301) a manager ‘is a person who 
takes on a management role, which comprises activities such as planning, organising, 
setting objectives, creating and monitoring systems and ensuring standards are met’ 
and a leader is ‘someone who takes on a more proactive role, with activities such as 
creating a vision for an organisation, helping the organisation to develop by adapting to 
changing circumstances and encouraging innovative practices’. 
Senge’s five disciplines are, personal mastery, mental models, shared vision, team 
learning and systems thinking which has the distinction of being the "fifth discipline" 
since it serves to make the results of the other disciplines work together. 
‘Learning enables us to do something we were never able to do or to do something 
better as well as allowing us to understand the world and our relationship to it. Man has 
13
come to dominate this planet not only 
because he has been adaptive and 
learned to survive but because he has 
also adopted a “generative learning” 
approach, learning that enhances our 
capacity to create’ (Senge 1990:14).
A ‘discipline’ is viewed by Peter Senge as 
a series of principles and practices that 
we study, master and integrate into our lives. 
2.2 Core learning capabilities
Senge (2006pp xi) identifies the team as the fundamental learning unit in an 
organisation. He symbolically represents the core learning capabilities of teams as a 
three-legged stool consisting of;
• Reflective conversation
o Mental models
o Team Learning
• Understanding complexity
o Systems thinking
• Aspiration
o Personal Mastery
o Shared vision
14
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This chapter provides a literature review of Senge’s five disciplines grouped together as 
core learning capabilities to consider what insight they may provide. It provides a basis 
for consideration, in chapter 4, of the core learning capabilities to help understand 
whether their application can improve and help understand change processes in a 
public sector service environment.
2.2.1 Core learning capabilities - Aspiration
 Personal mastery ‘The truth shall set you free’
Senge’s work on personal mastery is based on the work of Robert Fritz whose book 
(1989:194) identifies a three stage process for adopting a creative orientation to life; 
articulating a personal vision, seeing current reality clearly; making a commitment to 
creating the results you want. Personal mastery starts with clarifying the things that 
really matter to us, of living our lives in the service of our highest aspirations.’ (Senge 
2006:7).
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Core learning capabilities of teams
Senge 2006:xi
In order to put first things first (Covey 1999) we need to be able to see current reality 
much more clearly and relative to the position of where we want to be. The gap between 
vision and reality often leads to anxiety, worry and other negative emotions and 
therefore results in action that is ineffective. 
We need to realise that the difference 
presents ‘creative tension’ (Senge 2006:132) 
which is an ‘ally not an enemy’. It is more 
difficult to change current reality than it is to 
change our vision and this can result in a 
constant erosion of goals. What we should be 
doing is examining why we cannot close the 
gap between reality and vision. This tension 
can be used creatively, provided we realise 
that the failure that we are experiencing has 
an underlying reason, which provides an 
opportunity for learning.
Senge explains that ‘the first step in learning to create larger-scale tension in a team is 
learning to generate and manage creative tension within yourself’ (Senge 2006:196). To 
become truly effective you need to ‘focus on your ideal self’, ‘look at who you are now’, 
‘plan to learn and grow’, ‘experiment in real settings’ and ‘develop trusting and 
supportive relationships’ (Starkey & Richards 2009: 34). As Senge states
‘Personal mastery is the discipline of continually clarifying and deepening our 
personal vision, of focusing our energies, of developing patience, and of seeing 
reality objectively’ (2006:7). 
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Figure 5 Senge 2006:140)
Personal mastery at all levels leads to greater commitment, greater individual initiative, 
ownership and responsibility; staff who are full of energy and enthusiasm, who 
persevere through setbacks and frustration. Senge describes how effective leaders 
(Senge 2001:10) have an enabling role that allows staff to do this by developing their 
own vision and abilities, which in turn allows them to more effectively contribute to and 
develop the organisations vision. Senge quotes Bennis and Nanus (1986:12) who 
contrast and compare this with the historical command and control type approach;
 “Historically leaders have controlled rather than organised, administered 
repression rather than expression, and held their followers in arrestment rather  
than in evolution” (1986:12)
Fritz (1989:114) describes ‘structural conflict’ as our inability to create what we really 
want because of our lack of belief and feelings of unworthiness to have what we truly 
desire. This has been depicted in figure 6. Fritz writes about three generic strategies for 
coping, which he has identified as letting our vision erode, conflict manipulation and 
willpower. The first of these is about moving the goal closer by eroding what we are 
trying to achieve. The second, conflict manipulation, is about putting effort into what we 
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Figure 6 (Senge 2006:146)
want by creating conflict, particularly focused on avoiding what we don’t want. The third, 
willpower, is about tenacity in the face of adversity, which will overcome any opposition. 
This leaves the underlying structural conflict in place. Senge’s view is that ‘we all have a 
favorite strategy’ (Senge 2006:148). 
Real effectiveness is about knowing what is most important to you, developing personal 
vision, holding creative tension (managing the gap between our vision and reality); 
‘recognising structural tensions and constraints, and our own power (or lack of it) with 
regard to them; a commitment to truth; and using the sub-conscious’ (Senge 2006:147). 
To be able to support their leaders, team members need to become responsible and 
able themselves by expanding their own capabilities to enable them to understand the 
complexity around them. ‘Without personal mastery, people are so steeped in the 
reactive mindset (someone/something else is creating my problems) that they are 
deeply threatened by the systems perspective’ (Senge 2006:12).
Building shared vision  - ‘collective aspiration and shared commitment’ (Senge 
2006:197)
According to Senge, one of the most striking characteristics of a successful team is a 
compelling shared purpose and vision. Peter Senge starts from the position that ‘if any 
one idea about leadership has inspired organisations for thousands of years, ‘it’s the 
capacity to hold a shared picture of the future we seek to create’ (Senge 2006:9). This 
creative tension is illustrated by the elastic bands in figure 6.  He goes on to state that ‘a 
shared vision is the first step in allowing people who mistrusted each other to begin to 
work together’ (Senge 2006:194). A vision should be seen as something that we want 
and not about what we want to avoid. When there is a genuine vision (as opposed to the 
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all-too-familiar ‘vision statement’), people excel and learn, not because they are told to, 
but because they want to.
Creative tension allows the leader to utilise the natural tension between the two to seek 
more creative solutions. It depends on a clear understanding by an individual of their 
current reality and thus the band that is holding them back. It also depends upon the 
strength of the vision that is pulling the individual forward. The resulting structural 
conflict is affected by our deep beliefs, willpower, worries, insecurities, etc as well as by 
forces such as systemic forces, mental models, team dynamics and the strength of 
shared mental models.  The potential outcome may be that we cannot overcome the 
tension and so the vision has to change, we put more and more effort in resulting in 
other consequences and we do not really make the deep fundamental change that is 
required. To be effective this needs to ‘root out the ways we limit or deceive ourselves 
from seeing what is’ (Starkey & Richards 2009: 32). It requires us to ‘challenge theories 
of why things are the way they are’ and to ‘deepen our understanding of the structures 
underlying current events’ (Starkey & Richards 2009: 32). Senge describes how 
effective leaders stimulate and manage creative tension to generate this fundamental 
shift by really getting to the truth so that reality is seen for what it is. 
2.2.2 Core learning capabilities - Reflective conversation
Visions spread because of a reinforcing process as people talk. Increased clarity, 
enthusiasm and commitment rub off on others in the organisation. ‘As people talk, the 
vision grows clearer. As it gets clearer, enthusiasm for its benefits grow’ (Senge 
2006:227).
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Senge (2001:12) argues that leaders can influence people’s view of reality at three 
levels: events, patterns of behaviour, and systemic structures. He argues that most 
managers and leaders tend to focus on the first two of these levels when they should 
focus predominantly on systemic structure to ‘determine what causes the pattern of 
behaviour’ (Senge 2001:12). Acting as stewards they should also focus on purpose to 
allow staff to see ‘the big picture’ and understand what the organisation is seeking to 
become. Experience suggests that visions that are genuinely shared require ongoing 
conversation and take time to emerge. 
 Mental models. 
Mental models are powerful in the way they shape how we organise information. They 
don’t determine what information we have; they determine the sense we make of it. To 
deal with complexity, our ways of interacting with the world are based on the images, 
assumptions and stories in our minds, which have formed into templates that enable us 
to react in predictable and intuitive ways. Senge talks about this as a ‘leap of abstraction’ 
where we leap to generalisations so quickly that we never think to test them. The 
“internal images” we hold dear “affect what we can see” as humans “observe 
selectively,” and limit our thinking to what’s familiar. 
“If staff and managers ‘believe’ their world views are facts rather than sets of 
assumptions, they will not be open to challenging those world views.” Senge advocates 
reconditioning our perspectives, so that we are able to see these “structures” at play. 
This starts with turning the mirror inward; learning to unearth our internal pictures of the 
world, to bring them to the surface and hold them rigorously to scrutiny. It also includes 
the ability to carry on ‘learningful’ conversations that balance inquiry and advocacy, 
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where people expose their own thinking effectively and make that thinking open to the 
influence of others. (Senge 1990: 9)
Moving the organisation in the right direction entails working to transcend the sorts of 
internal politics and game playing that dominates traditional organisations. In other 
words it means fostering openness (Senge 1990: 273-286). 
Team learning.
The reassuring statement by Senge is that ‘great teams are not characterised by an 
absence of conflict’ (2006:222). On the contrary he sees conflict of ideas as an indicator 
that teams are learning, but it’s the way that they react to conflict within a team that is 
important. The best way to deal with people’s defensive routines is by reflection and 
mutual inquiry. 
Individuals may work extraordinarily hard, but their efforts do not efficiently translate to 
team effort and result in wasted energy where individual members work at cross-
purposes. Team alignment is about a group of people who function together; who trust 
one another, who compliment one another’s strengths and compensate for one 
another’s limitations, who have common goals that are larger than their individual goals, 
and who produce extraordinary results. (Senge 2006:4). 
Team learning starts with ‘dialogue’ and to the Greeks dial-logos meant a free flowing of 
meaning through a group, allowing the group to discover insights not attainable 
individually…. [It] also involves learning how to suspend assumptions and enter into a 
genuine learning process together (Senge 2006:10).
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Whereas discussion involves presenting and defending competing views, like a ping-
pong game, back and forth until someone “wins.” Discussion and dialogue are 
“potentially complimentary”; successful teams learn to use both and can distinguish 
between them. A good leader as a facilitator skillfully keeps a group in dialogue mode 
and away from “ping-pong” discussions by continually modeling and demonstrating 
dialogue to the group.
2.2.3 Core learning capabilities - Systems thinking 
We tend to focus on the parts rather than seeing the whole. We fail to see organisation 
as a dynamic process and we apply simplistic frameworks to what are complex systems. 
All the disciplines are, ‘concerned with a shift of mind from seeing parts to seeing 
wholes, from seeing people as helpless reactors to seeing them as active participants in 
shaping their reality, from reacting to the present to creating the future’ (Senge 1990:69). 
We also tend to think that cause and effect will be relatively near to one another. Thus 
when faced with a problem, it is the ‘solutions’ that are close by that we focus upon. 
Classically we look to actions that produce improvements in a relatively short time span. 
However, when viewed in systems terms short-term improvements often involve very 
significant long-term costs. 
Peter Senge advocates the use of ‘systems maps’; diagrams that show the key 
elements of systems and how they connect. However, people often have a problem 
‘seeing’ systems, and it takes work to acquire the basic building blocks of systems 
theory, and to apply them to your organisation. On the other hand, failure to understand 
system dynamics can lead us into ‘cycles of blaming and self-defense: the enemy is 
22
always out there, and problems are always caused by someone else’ (Bolam & Deal 
1997:27). 
Translating this theory into practice requires developing the capacity of people engaged 
in real change processes to think systemically, so that they can better see and 
appreciate the interdependencies within which they operate, and to act more and more 
in ways that truly support the whole.  
2.3 Barriers to change
As defined by Schein (In Dance of Change 
2004:336) 
 ‘culture is a pattern of shared basic assumptions 
that have been learned by the members of their 
group. These assumptions stem from peoples 
experience, as they conduct their business 
successfully over and over again….they make life 
predictable and therefore reduce anxiety.’
Schein (Senge 1999:336) identifies the need for managers 
to ‘immerse themselves in studying a culture until they understand it’. Only then can they 
propose new values and introduce new ways of doing things. Over time, these actions 
will set the stage for new behaviour only if it helps them do better, after many trials, 
creating a different set of assumptions and a different way of looking at things, than it did 
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Artifacts
Visible organisational structures and 
processes (hard to decipher)
Espoused Values
Strategies, goals, philosophies 
(espoused justifications)
Underlying Assumptions
Unconscious, taken for granted 
beliefs, perceptions, thoughts and 
feelings (the ultimate source of 
values and action)
Figure 7
before. As Schein explains ‘Even then, you haven’t changed the culture; you’ve set the 
stage for the culture to evolve’.
Schein goes on to explain that ‘cultural assumptions provide meaning to daily events’ 
making ‘life predictable and therefore reducing anxiety’ (Senge 1999:336). Schein 
explains that it is so 
difficult to change culture 
because you are trying to 
change people’s basic 
assumptions, as 
developed over their 
working lives. It therefore 
should be no surprise to 
find that staff are resistant 
to change 
Leaders at all levels 
sustain change by helping 
in creating the energies 
(vision, passion, 
imagination, commitment) 
that generate self-
reinforcing growth 
processes, while 
simultaneously attending 
to the forces that limit 
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The 10 barriers to change as defined by Senge in Dance of Change
• Challenges of Initiating
o Time: “We don’t have time for this stuff!” 
o Help: “We have no help!” or, "We're wasting our 
Time."
o Relevance: “This stuff isn’t relevant.” 
o Walking the Talk: “They’re not walking the Talk!” 
• Challenges of Sustaining 
o Fear and anxiety: “This stuff is _______.”
o Measurement: “This stuff is not working.”
o True believers and non-believers. “We have the way” 
or (from the "non-believers'" perspective) ”They are 
acting like a cult!”
• Challenges of Redesigning and Rethinking
o Governance: “They (the powers that be) never let us 
do this stuff”
o Diffusion: “We keep reinventing the wheel …”
o Strategy and purpose: “What are we here for?”
Figure 8
change. Sustaining change requires understanding the sources of these forces and 
having workable strategies for dealing with them.  
As suggested by Schein, artifacts in the form of visible organisational structures and 
processes are rarely representative of reality. However, Senge argues that no one has a 
more sweeping influence than the designer (1990: 341). The organisation’s policies, 
strategies and ‘systems’ are key areas of design, but leadership goes beyond this. 
Designers need to give meaning to day-to-day activities by focusing on purpose, values, 
strategies and long-term vision.  
Senge identifies 10 barriers to change, some of which are referred to in this project. One 
of the relevant barriers to change identified by Senge is when leaders are perceived as 
not ‘walking the talk’.  As stewards or role models, leaders embody commitment to 
change through demonstrating their own vulnerability and continual learning.   "You 
need a healthy dose of humility...  The truth is everyone can see your flaws... if you try to 
hide them, they wonder what else you are hiding." There is a real need to develop 
espoused aims and values that are credible. According to Senge, good leaders develop 
‘purpose stories’ which focus on ‘the overarching explanation of why they do what they 
do, how their organisation needs to evolve, and how that evolution is part of something 
larger’ (Senge 1990:346). Leaders have to learn to listen to other people’s vision and to 
change their own where necessary. 
Leaders, as teachers, can help people achieve more accurate, more insightful and more 
empowering views of reality (Senge 1990:353). Developing new learning capabilities is 
not easy.  It takes time and persistence, and it usually involves coaching or mentoring. 
Recognizing and investing in help early on is important to create an internal capacity for 
coaching. Leaders, Senge argues, can influence people’s view of reality at four levels: 
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events, patterns of behaviour, systemic structures and the ‘purpose story’. By and large 
most managers and leaders tend to focus on the first two of these levels (and under 
their influence organisations do likewise). Leaders in learning organisations attend to all 
four, ‘but focus predominantly on purpose and systemic structure and “teach” people 
throughout the organisation to do likewise’ (Senge 1993:353). This allows them to see 
‘the big picture’ and to appreciate the structural forces that condition behaviour. As we 
have seen, another of the 10 barriers is the barrier of ‘relevance’. Managers often seem 
to think that because a change is relevant to them, or simply because they declare that 
"this is something we must do," the relevance is clear to others who must also commit. 
By attending to purpose, leaders can cultivate an understanding of what the organisation 
and its members are seeking to become. (Senge 2006:356).  
Another of the 10 barriers identified by Senge is ‘time’, which is usually expressed as 
having no time to embrace, incorporate or make progress with the change process. 
Strategies to cope with this challenge require identification of the ways that time is being 
wasted and action to enable people to regain greater control over their time. 
If fear and anxiety are not acknowledged, they can also become powerful limits to 
change. Fear of the unknown can be a real barrier to change, particularly change efforts 
that call into question long-held beliefs and attitudes, and habitual ways of acting. One of 
the strategies for coping with this is to see such limits as opportunities for learning. It is 
also useful to remind people that fear and anxiety are natural responses to change. 
Senge emphasises the importance of avoiding “frontal assaults” on people's anxieties: 
as safety cannot be commanded.
According to Senge and listed as one of the 10 barriers to change is the tendency of 
pilot efforts to degenerate into what he refers to as ‘true believers and nonbelievers’. 
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When this polarization occurs, not only do those innovating find themselves in difficulty 
but also the likelihood of insights spreading more widely declines considerably. This is 
another factor that we need to consider as part of the change is to pilot a new approach 
to auditing led by a small group of staff.
The barrier to change presented by what Senge describes as ‘Governance’, presents an 
interesting and probably very relevant factor that we need to understand before we move 
on. Senge describes how groups sooner or later find themselves caught up in issues of 
accountability and power.  Staff in the team have worked with significant autonomy prior 
to centralisation of the service.  This autonomy and feeling that they have the ability to 
make decisions on their own would not just disappear following the restructure.  The 
added complication of cross organizational boundaries and the proposed changes were 
bound to clash and the power structure outside of the service would be utilised and 
would try to influence the changes that we were planning. In order to address this, 
Senge talks about the need to pay attention to your boundaries and be strategic when 
crossing them (Senge 2000:14). 
2.4 Critique of Senge’s learning organisation model.
So much of what Senge describes as necessary to create a learning organisation relies 
upon individuals being receptive, enthusiastic employees with a more intrinsic view of 
the benefits of work. As we know, there are people who view work only as a means to 
meet ends and not as a learning experience. They take a more instrumental view, 
seeing work as a means to live a life outside of work. People with an instrumental 
perspective may prefer to earn that means with as little effort as possible, not minding 
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mundane work, as long as the job scope is easy and they get their wages. Whilst the 
group of people we are studying are less likely to think like that as practising 
professionals, there may be a degree of this driving their response. They may not 
welcome the effort and time needed to "learn" in such an organization. 
As individual professionals within a large bureaucratic public sector organisation staff in 
the team have had significant personal independence and freedom.  Relating back to 
Crozier (2009:198), this group of people may be deemed to have a bureaucratic 
personality, reflecting retreatism, whereby as individuals they choose to reduce their 
involvement and commit themselves as little as possible to the organization. Thus the 
concepts may not work on all workers in the team.
Armstrong (2000:358) asks ‘what...the notion of the learning organisation means for the 
employee working in a world with little job security’. Given that economic crisis is ‘hardly 
conducive to feelings of empowerment, speed and effectiveness’, Armstrong (2000:356) 
asks whether staff experiencing such a threat can ‘embrace the process of change’.
Frederick Taylor’s scientific management approach simplistically divided the workplace 
into thinkers and doers. Whilst his views seem dated it is tempting to continue to see 
management as being fundamentally about thinkers managing doers. If we follow this 
line of thought then we are led to the idea that the 5 Disciplines just provide a more 
sophisticated tool, to command and control workers in line with organizational 
requirements. Or as Armstrong (2000:359) suggests the ‘learning organisation is nought 
but an Hawthorne light bulb with a dimmer switch intended to stimulate productivity...it is 
a pimp and the hapless employees prostitutes’. 
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As we have seen, systems thinking provides a conceptual framework to see the bigger 
picture where whatever the individual does has an affect on others and the whole 
system. Peer pressure and concertive control place pressure on staff to do their job. 
Staff are under pressure not only to comply with the rules themselves, but also to ensure 
that the rules are complied with by the rest of the team's members.  It may be argued 
that Senge’s work allows more effective use of concertive control and that this can be a 
source of great control. 
Working with mental models requires individuals to discover their worldviews and 
assumptions, so as to expose their own thinking effectively and make that thinking open 
to the influence of others. This raises the question of how do we assess what we mean 
by open to others? Some may identify staff who are uncooperative as having a closed 
mind because they refuse to adopt the thinking of others. The question that follows on 
from this is whether or not the others here refer to the organisation, so that the 
organisation can influence the worker's thinking to be in line with its vision. Surely, a 
worker with shared vision will be more committed and will naturally work harder.
Local authorities have gone through constant reorganisational change over the past 
decade. The team we are studying have themselves gone through numerous 
restructures and reorganisations. Armstrong (2000:355) suggests that ‘constant 
organisational restructuring weakens the bond between employer and employee’. The 
resulting ‘violated psychological contract’ means that the organisation ‘cannot hope to 
create a truly cooperative learning environment’ (Armstrong 2000:355)
Warren Bennis warns that ‘if knowing yourself and being yourself were as easy to do as 
to talk about, there wouldn’t be nearly as many people walking around in borrowed 
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postures, spouting second hand ideas, trying desperately to fit in rather than to stand out 
(Bennis 1998:45).
It is difficult to measure in a quantitative way whether any of the initiatives taken to 
implement the five disciplines have or are being successful. Informational problems 
mean that it is difficult to monitor outcomes, particularly as in this case, where the 
employee is working in a specialised area. Responsibility for task execution lies with the 
employee and it is difficult to know whether they are really changing the way that they 
work and reflecting the changes that appear apparent when this is discussed. There is 
little way of measuring the degree of change. Active monitoring in a knowledge worker 
context ‘contains the stigma of punishment and generates displeasure among agents 
who receive close and frequent scrutiny of their task performances’. It can also drive the 
wrong behaviours in that staff will focus on meeting arbitrary KPI’s rather than 
responding in more innovative and supportive ways to customers needs.
It is not easy to identify where to start to implement the disciplines successfully. Senge 
himself seems to accept this when he writes in the fifth discipline field book (Senge 
1994:21) that ‘while the disciplines are vital, they do not in themselves provide much 
guidance on how to begin the journey of building a learning organisation’ (Ortenblad 
2007:115). It has not proven easy in this case to know where to start and the easiest 
way of implementing has been to work on and develop different aspects of the five 
disciplines as opportunity arose, rather than being able to approach this in a structured 
way.
Neither is it easy to identify the end point. What do we mean by success in implementing 
Senges disciplines? As Ortenblad suggests ‘It is not easy from Senges work to 
understand what a learning organisation will look like on this basis ‘it is not an easy book 
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to understand’ (Ortenblad 2007:109). The disciplines only seem logical because of 
hindsight. However in real business situations, it may be difficult to predict what might 
happen in the long run, especially when in the present economy, changes are quite 
rapid.
Ortenblad (Ortenblad 2007:115) talks about how ‘everyone goes to the original source 
and picks part of the text that she or he needs or finds necessary’. It has proven difficult 
in this study to do any different and again this has resulted in a less than structured 
approach to implementation.
Senge also seems to ignore external influences. In a public sector organisation it is likely 
that changes in political administration can have significant impact on the direction of 
travel, culture and driving values of an organisation. This can cause its own problems or 
failures.
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3 Chapter III - Research Methodology
3.1 Overview
This chapter describes the methodologies used, the instruments for the collection 
of data and how the data was analysed. It also seeks to explain and justify the 
choice of method within the framework of the theoretical literature and 
acknowledge the limitations of the approach chosen.
The aim is to acquire through self-assessment and reflection, a picture of the 
reality of day-to-day leadership and management activity throughout the period of 
the study.
The research process was planned so that the period of the case study was 
divided into three phases. For each phase consideration was given to context, 
content and process, followed up with some analysis and reflection guided by the 
theory established by Senge.
3.2 Theoretical considerations
The methodology used to consider this case study owes much to Pettigrew 
(1987) and as such acknowledges and seeks to avoid the ‘analytical deficiencies 
underlying much of the research on leadership behaviour’ (1987:655). The 
deficiencies include ‘a tendency to explore leader-follower relations without 
reference to the antecedent conditions’ and a lack of consideration of the context 
of political, cultural, economic and competitive forces within which a firm must 
operate (Pettigrew 1987:655). Pettigrew considers his work to have been "to 
catch reality in flight" (2003:306) such that human behaviour is studied in context 
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and by locating present behaviour "in its historical antecedents" (2003:306). He 
determines three benefits of such a longitudinal study:
• Length of time enables appreciation of decision-making in context
• Each individual 'drama' provides a clear point of data collection
• Mechanisms that lead to, accentuate, and regulate, each drama can be 
deduced
• Comparison and contrast is possible allowing continuity and change to be 
examined
He claims that "most social scientists do not appear to give much time to time" 
and that, as a result, much of their work is an "exercise in comparative statics" 
and therefore recommends strategy researchers follow the approach of 
historians to "reconstruct past contexts, processes, and decisions" in order to 
discover patterns, find underlying mechanisms and triggers, and combine 
inductive search with deductive reason.
A longitudinal study is a correlational research study that involves repeated 
observations of the same items over long periods of time — often many decades. 
It is a type of observational study. 
The perspective on organizational change, which emerged from the work of 
Andrew Pettigrew has been referred to as the processual approach. 
Processualists reject prescriptive, recipe-driven approaches to change and are 
suspicious of single causes or simple explanations of events. They focus on the 
inter-relatedness of individuals, groups, organizations and society (Dawson, 
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1994; Pettigrew and Whipp, 1993; Wilson, 1992). They see the process of 
change as a complex and untidy cocktail of rational decision processes, 
individual perceptions, political struggles and coalition building (Huczynski and 
Buchanan, 2001). Pettigrew (1990) maintains that the planned approach is too 
prescriptive and does not pay enough attention to the need to analyse and 
conceptualise organizational change. He argues that change needs to be studied 
across different levels of analysis and different time periods, and that it cuts 
across functions, spans hierarchical divisions, and has no neat starting or 
finishing point; instead it is a ‘complex analytical, political, and cultural process of 
challenging and changing the core beliefs, structure and strategy of the firm’ 
(Pettigrew 1987:650).
The structure of this analysis is therefore based around context, content and 
process. Pettigrew's background in anthropology and sociology seemed to 
predispose his view that "an organisation's strategy is the result of a process 
embedded in a context" (2003:301).
As defined by Pettigrew, context may be split into two with outer context referring 
to the social, economic and political and inner context referring to structure, 
corporate culture and political context within the organisation. Content refers to 
the particular changes being attempted and process refers to the actions 
reactions and interactions. This is then followed up with analysis and 
consideration of this using the theory established by Senge.
The study is primarily self-reflective and as such is more ‘action research’ than 
empirical research.  John Shotter states it quite succinctly, ‘research into our 
ways of life cannot be conducted in the same, value-free way as in the natural 
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sciences’ (Brydon-Miller et al 2003:13). Action research has a complex history 
because it is not a ‘single academic discipline but an approach to research that 
has emerged over time from a broad range of fields’ (Brydon-Miller et al  
2003:11). 
Action research, as defined by Peter Reason and Hilary Bradbury  (2001) is:
a participatory, democratic process concerned with developing practical 
knowing in the pursuit of worthwhile human purposes, grounded in a 
participatory worldview, which we believe is emerging at this historical 
moment. It seeks to bring together action and reflection, theory and 
practice, in participation with others, in the pursuit of practical solutions to 
issues of pressing concern to people, and more generally the flourishing of 
individual persons and their communities. (2001:1)
It is fundamental to action research that the social world can only be understood 
by trying to change it. Brydon-Miller et al (2003) suggest that working 
collaboratively with others leads not only to community and organizational 
changes, but also to personal changes in the action researcher. 
Kurt Lewin observed that  ‘there is nothing so practical as a good theory’ 
(195:169), as a major influence on our work. Action research takes this a step 
further, suggesting that ‘theory is really only useful insofar as it is put in the 
service of a practice focused on achieving positive change’ (Brydon-Miller et al  
2003:16).
Action research involves identifying a problematic issue, imagining a possible 
solution, trying it out, evaluating whether it worked, and changing practice in the 
light of the evaluation. The study does not therefore attempt to demonstrate a 
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cause and effect relationship between other people’s actions and mine. It does 
not say, ‘I brought about improvement’ or ‘I made that happen’. It attempts to 
demonstrate that certain changes took place as I changed my practice, 
particularly in myself, and that different relationships evolved. The study aims to 
show a development of influence, resulting in new understandings and actions 
developed from people working together in new ways.
Without being subject to the critical scrutiny of others much of what is considered 
as action research could be challenged as opinion. Action research and 
therefore, this project make use of 
• my manager as a critical friend as someone whose opinion is valued and 
who is able to critique my work and help me see it in a new light. 
• a validation group of people drawn from my professional circle who met 
with me periodically to listen to my progress reports and to scrutinise my 
data. 
Russell Ackoff’s (1999:13) term ‘messes’ sums up one of the ways a great many 
action researchers differ from their conventional social science colleagues. 
Messes are complex, multi-dimensional, intractable, dynamic problems that can 
only be partially addressed and partially resolved. Yet most action researchers 
have disciplined themselves to believe that messes can be attractive and even 
exciting (Brydon-Miller et al 2003:13).
As Victor Friedman (in Brydon-Miller et al 2003:21) put it, it helps to have ‘a 
preference for learning from experience and especially from engaging 
uncertainty/complexity’. You have to be willing to be wrong, to trust that other 
people know their own lives and their own interests better than you do. This 
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comes hard to those of us who have been trained to believe that we are smarter 
than everyone else. 
Data Collection
Research commissioned by the Health and Safety Executive (Mckay et al 2004) 
has suggested that one of the major causes of work related stress is the impact 
of managers and their skills in managing staff. Stress surveys were carried out at 
three points throughout the case study. The outcomes of the surveys are 
considered to provide relevant data, on the basis that stress management is part 
of normal general management activities and that it is about the way that 
managers behave towards those they manage. The stress management 
standards identify the following factors which provide useful indication of how 
staff feel and are responding to change.
• Demands – this includes issues such as workload, work patterns and the 
work environment. 
• Control – how much say the person has in the way they do their work. 
• Support – this includes the encouragement, sponsorship and resources 
provided by the organisation, line management and colleagues. 
• Relationships – this includes promoting positive working to avoid conflict 
and dealing with unacceptable behaviour. 
• Role - whether people understand their role within the organisation and 
whether the organisation ensures that they do not have conflicting roles. 
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• Change – how organisational change 
Leadership and management behaviour can have a positive or negative impact 
on employees’ performance, job satisfaction, and organisational commitment 
(Judge & Piccolo, 2004;  Nyberg et al., 2005).
3.3 Questionnaire Survey
The first step in any survey is deciding what you want to learn. The goals of the 
project determine whom you will survey and what you will ask them. If your goals 
are unclear, the results will probably be unclear.
A questionnaire survey approach conducted across the team used a self-
administered questionnaire completed by respondents. The questionnaire is a 
technique of data collecting in which each person is asked to respond to the 
same set of questions in a predetermined order.  As such it is a method of data 
collection, which is well suited to descriptive research of this type.
The questionnaire was emailed to all members of the team in 2007 and again in 
2010 with some slight amendment to reflect the passing of time.
The survey was designed to seek feedback on the team’s engagement with the 
change process. It asked questions about whether change was considered to be 
necessary, what the teams view was of the purpose of the service and to assess 
the degree of teamwork and cooperation. A   summarised version of the 
questionnaire may be found in appendix 3. 
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4 Chapter IV - Leadership through change
4.1 Introduction
The social, economic, political and competitive environment significantly impacts 
on local government. Public services face huge challenges, if they are to deliver 
the improvements that users expect. The sector has experienced constant 
change for the past two decades resulting in the ‘uncertainty and anxiety that can 
arise during major change and affect performance’ (IDeA 2009).  Councils are 
people-centred organisations, both in terms of the customers they serve and 
service delivery. 
The Government’s agenda for change and improvement identifies change 
management as one of the key skills needed by leaders of public services. 
 According to the Audit Commission 
‘Managing change is one of the greatest challenges faced by leadership 
teams in the modern world. Public service leaders are struggling with 
conflicting demands and unrealistic expectations from politicians, the 
public and their own staff. Meanwhile, the external environment is 
changing faster and less predictably than ever’ (Audit Commission 
2001:104). 
As summarised by the same article,  ‘change is not a simple, linear process, and 
sustained improvement is very difficult to achieve’. The message to public sector 
employers from this research is clear; they must find new and more effective 
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ways of managing change in the future, if further damage to the morale of their 
employees and ultimately to the services, which they deliver, is to be avoided.
The authority has seen significant political continuity over a 28-year period when 
the controlling party was labour. This changed early last year when the 
Conservatives took overall control. The impact of this is a differing ideology in 
terms of best value across all services. The philosophy is now one where each 
service has to demonstrate best value against the market place and where the 
risk of outsourcing is now firmly on the agenda. The council is facing significant 
financial pressure as changes in demographics result in greater demand for 
services in the following areas:
• Care for older people due to increased demand from an ageing population
• Increase in demand for services for people with learning and physical 
disabilities and mental health problems
• Protecting children at risk of abuse following more referrals after the baby 
Peter case
• Secondary schools and school transport.
To help balance this extra investment the Council needs to save £85 million by:
• Reducing County Council employees’ annual leave entitlement and 
deleting around 1475 posts over the next three years
• Buying goods and services more efficiently to reduce costs
• Introducing charges and raising existing charges for services 
• Withdrawing grants to organisations.
This section focuses upon the critical incidents in a three-year period and the 
approach is, as described by Pettigrew (1987:650), ‘to conceptualise major 
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transformations….in terms of linkages between the content of change and its 
context and process’. Each of the following sections relates to each of the three 
phases of the change process and is structured to reflect the linkages between: 
• The context of change (‘the antecedent conditions of change, the internal 
structure, cultural and political context….as well as broad features of the 
outer context of the firm from which much of the legitimacy of change is 
derived’.(Pettigrew 1987:650)). 
• The content of change (location, roles, priorities, processes etc.)
• The process of change (the actions, reactions and interactions from the 
various parties)
o Staff views (from surveys etc).
o Critical incidents (e.g. specific instances of resistance) 
The work of Senge was used as a tool to analyse the type of leadership and 
allow analysis of the change process at each stage during phases 1 to 3. It was 
only at the start of phase 3 that I began to make changes to the approach based 
upon Senge’s ideas and theories.
Each section considers reflections from my own perspective; how I interpreted 
what was going on; how Senge and other theories helped me reflect on this, 
what I decided to do differently as a result of this reflection and what happened 
as a result 
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4.2  Phase 1 - Collocation
Context
Following publication of Every Child Matters in 2004 changes were required by 
central government to provide education, health, and social care around the 
needs of the child rather than the needs of professionals. As a result the old 
Social Services departments were replaced. Director of Children’s Services posts 
were established in each local authority with responsibility for education and 
social care. 
At the same time the government embarked on a radical transformation of adult 
social care with its white paper ‘Putting people first: a shared vision and 
commitment to the transformation of adult social care the transformation of adult  
social care’.  This was about enabling people to live their own lives as they wish, 
confident that services are of high quality, are safe and promote their own 
individual needs for independence, well-being and dignity.
The resulting changes required the local authority that we are considering to 
carry out an authority wide restructure. The integration of devolved services had 
been announced in January 2007, when I took responsibility for two teams and 
dotted line responsibility for the remainder in May with finalisation of the 
restructure in September 2007. 
Content
A new Service Manager role was created to make key decisions, allocate 
resources where they were needed, set priorities in line with the new direction of 
travel, assign roles and responsibilities. The aim from the start was to collocate 
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everyone together into one place and set up new ways of working that required 
greater flexibility across the service rather than allowing staff to continue to work 
in their old departmental ‘silos’. In July 2007 new targets and new systems were 
designed in order to change, measure and control staff behaviour. This focused 
upon redefining the work and measuring the activities that were now deemed to 
be important. The most important changes suggested at that time were that the 
service needed to become much more strategic by making better use of staff 
across all areas, providing much more consistency and dedicating more resource 
to support senior managers rather than operational managers.
Process
As it was felt initially to be impossible to physically accommodate the team 
together in one place, staff were moved in two stages. In September 2007 two 
thirds of the whole team were joined together under a new line manager and 
moved 20 miles away from their original bases up to a large new open plan office 
in Sutton in Ashfield. Other staff stayed at TBH with the same structure and remit 
and managed by the same line manager.  
This generally impacted on the changes that were necessary and the new targets 
and systems as the two newly created teams were miles apart in terms of service 
delivery and approach. Attempts to introduce more consistent services 
floundered in that staff were reluctant to commit, citing excessive workloads, a 
need to meet customer service requirements and exhibited a general reluctance 
to change. The two groups held separate team meetings between July and 
September 2007, which I attended in order to seek to understand where they 
were at and what was needed.
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The first stress survey, carried out in December 2007, illustrated the impact of 
the change with the results of the main (LVH) group being much more negative 
than the small grouping that had remained at TBH. Some of the staff that moved 
had been working in what could almost be described as self managed teams or 
as single advisers in a department. They were unhappy about the changes and 
expressed their views in the stress survey in terms of their answers to the 
questions about staff being consulted about change and about how clear they 
were that the changes would work out in practice (see table 1). 
A survey (survey 1) was designed to assess opinions and sent out to all team 
members in October 2007, see appendix 1. The survey, designed to assess 
attitudes to change, also identified the views of the team with the statement ‘First 
you need to identify what’s broken and what’s not, and then concentrate on 
mending what’s broken. In our case the assumption was everything needed to 
change which was not the case’. The statement ‘We don’t need to introduce 
systems that hinder operational efficiency!’ appears to be a response to the 
attempts to make the team take a more strategic perspective and focus on 
activities that were not ‘operational’. Staff also openly expressed how threatened 
they felt, stating that they ‘feel like the poor relatives in the new HR Service’.
Another response to the change survey stated ‘Whilst on paper we have become 
one team albeit in two locations, the divide is greater than it has ever been’.  It 
became evident from team meetings that the two geographically spilt teams 
didn’t trust each other and had different perspectives on what was important and 
how the work should be done. This changed again, in October 2007, when the 
remaining team was moved into the new office with the rest of the team. This 
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time it was the larger team that had already settled into LVH that complained 
about the impact of the small team of staff that had joined them. By this stage the 
team at LVH appeared to have settled down and were more accepting of the 
change. They appeared to be working more closely together as a team to 
rationalise and implement some of the changes. Bringing the rest of the team 
into LVH seemed to stir things up again. It required further system changes to 
monitor key performance indicators and move towards a more consistent 
approach to service delivery.  
The stress survey carried out at that time identified that the scores for ‘control’ for 
the TBH team, prior to them being moved, were very close to the HSE 
benchmark for the top 20% of organisations. Staff generally felt that they had 
control over their own work in terms of deciding what to do and at what speed. 
The LVH team, which were surveyed at the same time, had already been moved 
and scored much lower. We will see how these scores fell over the three phases 
to 1.9 for advisers in phase 3. It should be noted that the advisers were the part 
of the service least involved in any of the change initiatives throughout the three 
phase period, yet their roles changed more than any others. 
We heard earlier how, when you ask most adults what they want from their lives, 
they often talk first about what they would like to get rid of. The response from the 
change survey when staff were asked what they would like to change was ‘we 
need to change from what we have become in the last couple of months’.
Comments from the change survey were
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Yes but we need to go back to basics with the system and procedures that 
are being put in place.  
No, we are professionals not call centre staff, what’s happening at present 
is decrying our positions and ability to do the job we are paid to do. We 
don’t need to introduce systems that hinder operational efficiency!
Table 1
Question Phase 1 Phase 2 Phase 3
TBH LVH All Principals Advisers
I have a choice in 
deciding what I do at 
work
I have some say over 
the way I work
My working time can 
be flexible
I can decide when to 
take a break
I have a say in my 
own work speed
I have a choice in 
deciding how to do 
my work
Overall Control
HSE Target 4.00
3.98 2.52 2.21 2.37 1.90
Key Doing very well Good but need for 
improvement
Clear need for 
improvement
48
Table 2 illustrates how relationships appeared to deteriorate over time.
Table 2
Question Phase 1 Phase 2 Phase 3
TBH LVH All Principals Advisers
Relationships are 
quite strained
There is friction or 
anger between 
colleagues
I am subject to 
personal harassment 
in the form of unkind 
words or behaviour
Overall Relationship
HSE Target 4.75
3.68 3.69 3.11 3.00 3.04
Key Doing very well Good but need for 
improvement
Clear need for 
improvement
At the start of the change process the team met every eight weeks but focused 
on technical aspects of the job and so managed to avoid discussing any of the 
real issues. My perception of this was that it became too demanding as staff 
became busier and the meetings became less frequent. 
Early meetings to discuss the change proposals, held between January and April 
2007, identified a number of reasons why staff were resistant to the proposed 
changes. This included their perception that the change would impact negatively 
on grades and therefore salary. In team meetings, staff expressed concerns that 
they would be expected to do more work on top of already demanding workloads. 
Evidence of this may be found in survey 1 when a team member said  ‘No time 
has been allowed for this and as operationally numbers in the team have 
dropped the work has increased so development time is sparse’ and ‘goals and 
objectives are always useful if enough resource is allocated to make these 
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achievable, if not this vision etc becomes pointless and de-motivates the team’. 
Another similar comment was when a member of staff was given a new task and 
said that he was struggling because he ‘still had the day job to do’. 
Reflection
There was very little evidence of what Senge describes as ‘aspiration’ towards a 
shared vision to achieve personal mastery at any level. Shared vision ‘provides 
the focus and energy for learning’ (Starkey & Richards 2009: 36) and there was 
no doubt from the start that the service had only a vague sense of purpose.  As 
we suggested earlier, attending to purpose can cultivate an understanding of 
what the organisation and its members are seeking to become and when not 
done this can become a barrier to change. Comments from survey 1 (see 
appendix 1) like ‘We don’t need to introduce systems that hinder operational 
efficiency’ and ‘We should be doing the job we are paid for to the best of our 
ability’ suggested that staff were very entrenched in the old ways of doing things 
and it seemed obvious at this stage that it was going to be very difficult to change 
attitudes. The barrier of ‘governance’ may also have been a factor here as some 
departments also felt that they needed to retain the old approach and tried to 
exert their power to maintain the type and level of service that they felt was 
necessary.  Whilst it was evident that real tension existed, this was not used 
creatively in terms of developing personal mastery or to help develop shared 
vision.
The state of play at this stage was probably well captured by the simile used by 
Senge in Dance of Change (1999:241), where he describes how ‘developing 
collective learning capabilities is like lowering the water level until the smooth 
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surface starts to disappear. The rocks that were previously under the surface 
appear’. As Senge describes, everyone knew that the rocks were there but 
colluded to cover them up. Staff continued to work in departmental silos despite 
being brought together. Even when pushed to implement changes the manager 
of the smaller team at TBH seemed to lack the courage to confront staff and 
instead paid lip service to the changes that he should have been implementing in 
line with the larger group. ‘Not walking the talk ‘ is a barrier to change that may 
have had some relevance in that the members of his team that saw him brushing 
change under the carpet and openly supporting their concerns and objections 
were openly resistant at this time. It would appear, with hindsight, that staff were 
convinced that things would never change, despite the geographical and 
structural changes. 
At this stage there was little opportunity for reflective conversation. Lots of 
meetings resulted in discussions but little real dialogue. As the changes started 
to impact staff became fearful and anxious. Senge states that ‘If fear and anxiety 
are not acknowledged, they become powerful limits to change (Senge et al 
2000:11). As expressed by Senge et al (2000:11), fear and anxiety should be 
dealt with gradually and not head on.  By impatiently attacking the problem it 
seems likely that I was just making matters worse. Staff openly expressed how 
threatened they felt, stating in a staff survey at the time that they ‘feel like the 
poor relatives in the new HR Service’. As Senge and Kaufer suggest, the ‘fear 
that was making these issues undiscussable in the first place was only intensified 
by me confronting people directly demanding open discussion’.   Also, as Senge 
(1994) suggests ‘people learn to divide the world into categories and 
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distinctions…tend to become hypnotised by these distinctions, forgetting that 
they have created them’. The language used was focused on HR staff as a 
separate grouping, as a threat and as people who favoured their own. Any 
change suggested by the HR management team was received with suspicion. 
This failed to allow us to foster change as there was little trust and any initiatives 
were seen as ways to undermine and weaken the H&S part of the service by HR.
According to Daniel H Kim (1993:37), learning is about acquiring knowledge and 
skill. Knowledge enables us to ‘know why’ something works whereas skill is 
about knowing how to make something happen. My lack of experience in leading 
change appears to have had some significance at this stage of the process. The 
first step in personal mastery, as explained by Senge (2006:196) ‘is to generate 
and manage creative tension within yourself’. During phase 1, having only just 
been promoted at a time of major crisis for the organisation, I had little time to 
focus on personal mastery; to ‘focus on my ideal self’, to ‘experiment in real 
settings’ or ‘develop trusting and supportive relationships’ (Starkey & Richards 
2009: 34) across the team.  
As Fritz states, ‘most people believe circumstances are the driving force in their 
life’ (Fritz 1989:18). In Robert Fritz terms I needed to make a shift from 
responding to events, to creating the future I wanted (Senge 1994:226). Mental 
models resulted in a mindset that was caught up in past assumptions, notions 
and theories about how the world works. When circumstances are central to your 
life, you may feel you have only two types of choices: either to respond to the 
circumstances or to react against the circumstances (Fritz 1989:18). Problems 
became a significant force holding back the service and the change process. It 
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seemed that the team felt that they had little or no control and could only react. 
Current reality had ‘become the enemy’ and they were not ‘drawn to what we 
want to create but repelled by what we have’ (Senge 2006:143). Everyone is 
caught up in the problems and resulting negative experience, seeing ‘current 
reality as an enemy’ and therefore losing focus on their sense of purpose. 
The team started with a degree of dysfunctionality based upon historical events. 
Working in departments resulted in them lacking authority to make major 
changes and to influence senior managers effectively. Evidence of this may be 
found in the view expressed in the change survey that we should ‘appreciate the 
culture across the authority appears to be one of lip service with management 
taking little ownership of REAL ISSUES’.  As part of HR they felt like poor 
relations as staff that had little knowledge of their professional field managed 
them. 
4.3 Phase 2 – Changing Structure
Context
The outer context at this stage required significant changes to the way we 
worked as a result of the introduction of new Corporate Manslaughter and 
Corporate Homicide legislation intended to make it easier to prosecute 
organisations accused of causing death. Employers now faced large fines if it 
was proven that they failed to take proper safety precautions. One of the 
significant changes was that the focus was now on the way in which senior 
management in the organisation managed and organised it’s activities, with 
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greater emphasis on the need for senior managers to take ownership and 
monitor performance.
The service needed to change to develop much more effective management and 
compliance systems. Rather than the traditional inspection based approach, staff 
were now required to work directly with and influence senior managers from the 
top down to introduce more effective management systems to a recognised 
International Standard (OHSAS18001:2007). 
The objective at this stage was that the service had to become much more 
focused on a systems based approach. Whilst it may not have been clearly 
expressed in phase 1, the attempted strategic changes would have taken the 
service towards this. The reality was that the service was very focused on 
working with frontline managers, supervisors and operatives and this needed to 
change. The phase 1 changes had failed as success had continued to be about 
working at this operational level. Doing well at this level had its own rewards as 
staff received positive feedback, which enhanced their reputation with more 
senior managers. 
Content
The change process in phase 2 was very much focused on trying to address and 
change the shared basic assumptions that had been learned by the members of 
the team, by redefining roles, rewriting job descriptions and improving systems, 
processes and practices which defined how the service should function. Staff 
were allocated new roles to introduce new systems and provided with protocols 
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to follow, along with new performance indicators. Staff were made accountable 
for the new ways of working at departmental level.
About 12 months into the change process it became obvious that a lot was being 
said behind people’s backs and this was fuelled by cynicism and infighting 
amongst team members.
The process of change
At the start of phase 2, a report was taken through the executive management 
team to set objectives, make fundamental changes to the way things were done 
and restructure the service. My perception at this stage was that despite the 
obvious buy-in at senior level staff became more and more reluctant to 
cooperate. An example of this was in reviewing performance against KPI’s it 
became evident that staff were creatively recording activities particularly the new 
activities. Thus when we asked for evidence of training events carried out by an 
individual we found that figures represented joint training carried out in 
departments and that no real changes had been made in terms of activity by the 
individual around training delivery. It was a similar story with audit activity, where 
some staff recorded inspections as audits because they disagreed with the move 
away from operational level inspections and towards auditing services.
We employed an external consultant to work with the team with the objective of 
changing their perspective to become more strategic in their approach. Staff 
seemed very constructive and supportive of the change during the training 
sessions but then simply continued with their old approach after attendance.
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They continued to be resistant to change and generally uncooperative. In service 
and team meetings specifically held to respond to the second stress survey, 
which was carried out during this phase, staff openly challenged and asked 
‘whether all this change was really necessary’. 
Staff had expressed this in their responses to survey 1, at the end of phase 1, 
when they stated ‘First you need to identify what’s broken and what’s not, and 
then concentrate on mending what’s broken’ and ‘I don’t think the service needs 
to change’ and ’its change for the sake of it. My managers value the service we 
provide’. This debate did not go away during phase 2 and staff seemed more 
disengaged in phase two than phase 1. The results of the stress survey, in Table 
2, appear to support this. In team meetings they argued that success was about 
doing what they had always done but better and that managers needed to take 
H&S seriously; the implication being that managers needed to change and not 
the service. 
During the second phase they were constantly trying to reduce targets, argue 
that what we were trying to achieve was unrealistic; in other words all for eroding 
the vision rather than looking at why it was so difficult to achieve. Table 1 
illustrates the generally more negative perspective of the team in relation to their 
perceptions about the degree of control that they have as team members. 
During this phase we held a number of consultation meetings with staff to review 
progress. The observations of my line manager as a ‘critical friend’ following 
these were that I seemed to be moving forward on the assumption that my plan 
was right and that the members of the team just needed to realise this. She felt 
that I needed to draw them in as professionals to discuss the change, develop 
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more ownership and involvement. I felt frustrated by the time that this process 
would take as we just didn’t seem to have the luxury of waiting for the penny to 
drop.
Reflection
We have seen that  ‘resistance to change can also arise from threats to 
traditional norms and ways of doing things’ (Senge 2006:88). Having worked 
semi-autonomously in devolved structures, many in the team made it clear in 
discussions and the feedback surveys that they had developed a successful 
formula and were concerned about the loss of freedom to do things that they felt 
were necessary and successful. They seemed to relate loss of autonomy to loss 
of status and this came across strongly in the consultation sessions we held. 
Their reaction was to fight against the changes by recording their activities in 
ways that were vague and difficult to challenge. 
Discussion, at this time, in team meetings and supervision seemed very focused 
on avoiding what they didn’t want. Comments such as ‘My managers value the 
service we provide’, and suggestions that we ‘don’t have time to focus on this 
new approach’, ‘we do not have the resources’ and ‘we will fail to deliver what 
they want’ all seemed to support this perspective. They also found ways of 
justifying doing things that they preferred to do by over-emphasising their value to 
the customer department. Focusing on what customers had come to expect from 
us and therefore what they already delivered and the potential failure to deliver 
made it difficult to move forward with the new proposals and presented a classic 
use of the ‘strategy and purpose’ barrier to change.   
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As suggested by Schein (2004), organisational structures and processes are 
rarely representative of reality but their design does contribute to the change 
process. One of the barriers to change identified by Senge relates to the need for 
clarity of purpose; where we are going and what we are here for.  As William 
Pasmore states ‘organisational change is about changing organisational 
performance. The clearer the tie between what we are doing and results, the 
more energy, commitment and excitement we will generate during the change 
process (1994:15)’.  This phase was very much focused upon the structure, 
activities and systems but failed to link them clearly enough to purpose, values, 
strategies and long-term vision.  The changes that were made in terms of roles 
and activities defined what needed to be done, in line with the legislative 
changes, but did not in themselves result in changes in beliefs, assumptions, 
social and personal habits and so did not inspire commitment. 
There was little investment in developing aspiration or investigation into why 
people worked in the way that they did during phase one. This continued with 
little attempt to engage staff in defining new values, introducing new ways of 
working and doing what Schein describes as setting ‘the stage for the culture to 
evolve’ (Senge 1999:335). What Schein suggests is that you need to fully 
immerse yourself into this culture in order to understand it, before trying to 
change things. Schein feels that culture is an important factor and that it is 
formed as a result of shared basic assumptions across a team. The assumptions 
stem from people’s experience. 
Effective leaders do not try to "change people," they seek to demonstrate that 
something new is possible.    There was a need to unearth shared ‘pictures of the 
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future’ in order to foster genuine commitment and enrolment rather than 
compliance. As my critical friend stated in her summary of my development over 
this period, ‘Early in 2008, Peter was taking a very directive style to leadership of 
his team. He had clear ideas of where he wanted the team to go and had good 
support across the organisation for this change of direction, but he had not 
thought to obtain the engagement of his team’.
The ‘very directive’ approach in phase 1 was based on my view that the 
proposed change spoke for itself. Little effort was put into convincing staff that 
change was appropriate and an improvement. Surely, as experienced 
professionals, they could see the logic of moving forward in this way! Did I really 
need to lead them by the hand by explaining the vision and convincing people of 
what was obviously the only way forward? The change was relevant to me so the 
relevance must be clear to them.  As my line manager stated, ‘he has a tendency 
to keep ideas to himself for too long, believing others see things the same way’. 
It is clear with hindsight that staff and local managers did not see the relevance 
of the change. The change process became frustrating and stressful for me at 
this stage. I learned from experience that the counter-productiveness of trying to 
dictate a vision, no matter how heartfelt (Senge 1990: 9) was frustrating and 
demotivating. It became evident at this stage that it was‘ not possible any longer 
for me to figure it out from the top, and have everyone else following’ my orders 
as ‘the grand strategist’ (Senge 2006:4).
My early experience of the change process in phase 1 resulted in a particular 
mental model that affected how I approached issues and worked with staff in 
phase 2. I tended, at this stage, to focus on events and patterns of behaviour, 
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reacting to events as they unfolded and reacting to how individuals and sub-
groups behaved as a result. The failure to meet my expectations had underlying 
reasons, which provided an opportunity for learning, yet at this stage I fell into the 
trap of seeing the difference as emotional tension, resulting in anxiety, worry and 
other negative emotions. Their reluctance to change resulted in me as the 
manager becoming more and more critical of their overall performance and even 
those who were sympathetic to the changes became reluctant.  Or as John 
Kotter states ‘Without short –term wins, too many employees give up or actively 
join the resistance’ (Kotter 1996). I expected difficulty and felt that I couldn’t trust 
staff and the reality then backed this up. The responses that I received were 
interpreted from this paradigm. This seemed to support Senge’s view that our 
mental models misrepresent reality and as a result we attack the symptoms of 
our problems rather than identifying and correcting the underlying causes of 
them. It also seemed to confirm the view of Forester that we tend to oversimplify 
by seeing a ‘unidirectional world in which a problem leads to an action that leads 
to a solution’ (Jay W Forester quoted in Boyett and Boyett 1998:106); when in 
fact cause and effect go round and round. In other words my reaction created a 
degree of the reality that I felt I perceived. My solutions were generally to 
micromanage certain individuals, which seemed to work whilst I was able to 
maintain it but failed as soon as I was forced to let go because of other 
commitments etc. As Goethe states
"Treat people as if they were what they ought to be, and you help them to 
become what they are capable of being."
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 “Systems thinking and shared visions,” says Senge, “reinforce this underlying 
shift of mind towards creating rather than just reacting.” ‘Generative learning 
occurs only when people share striving to accomplish something that matters 
deeply to them’ (Starkey & Richards 2009: 36).
Staff seemed to become a little overwhelmed by the demands I was placing on 
them. They could not see how we could change given current demands. The 
current reality was simply too much to overcome and involved too much time. 
They didn’t have time to cope with the introduction of such fundamental changes 
to the way that they worked and that the ‘day job’ would suffer if they did, thus 
impacting on the service. This also reflects another of Senge’s ten barriers to 
change, which is that they don’t have time for this stuff.
Whilst, by the end of phase 2 I had developed a personal vision, I was still 
struggling to get this translated into shared visions that would take the service 
forward. What was lacking was a way of translating this vision into a shared 
vision. We were trying to create a new service and as Fritz states ‘The process of 
creating is not generated by the circumstances in which you find yourself, but by 
the creation itself’ (Fritz 1989:48). Fritz would define the team’s response so far 
as either ‘emotional tension’ or ‘compensating strategies’ developed to deal with 
‘structural conflict’ (Fritz 1989:89). I tried to change the structure in order to 
change behaviour but it just didn’t seem to work. An analogy used by Fritz is that 
you can respond to your cars steering pulling to the right by compensating on 
your steering or you get your wheels balanced and aligned. The latter is 
obviously more effective but as the problem happens over time we don’t always 
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realise and therefore tend to compensate for the structural problem. I proceeded 
with the change using greater command and control to drive the team forward. 
We have seen earlier that the discipline of mental models starts with turning the 
mirror inwards, learning to unearth our internal pictures of the world, to bring 
them to the surface and hold them rigorously to scrutiny.  Towards the end of this 
phase, as part of a leadership development programme, I was able to take part in 
a 360 evaluation. Feedback suggested that some staff felt that I sometimes 
suffered from ‘tunnel vision’ and was ‘unable to trust others to get the job done or 
do a good job’. It was suggested that I needed ‘to involve staff in the 
development of ideas and proposals, not after I’ve decided’. As part of the 
leadership development programme I was able to participate in a reflective 
process to expose my thinking processes through discussion with colleagues, 
trainers and with more senior managers. 
My line manager as my critical friend had identified through observation that I 
tended to take a dominant and sometimes over-bearing approach and therefore 
preferred a directive leadership approach and this was just as evident in phase 2 
as it was in phase 1. 
My critical friends perspective was that I need ‘to more carefully encourage and 
acknowledge others’ contributions and needed to make sure that I communicate 
and involved others earlier on when attempting to change things’. Instead I 
attempted to increase my control over what people were doing and this 
influenced the new structure, which was hierarchical and aimed to provide 
greater control through supervision. This resulted in antagonism and subversion 
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in that staff found ways to undermine the system that constrained them. The ‘we 
don’t have time barrier’ became dressed up in political games when staff tried to 
pull other external managers in to support their cause and work together to 
undermine the changes by recording things in certain ways, failing to make 
progress and developing into a sort of underground resistance. 
It was also a benefit to me at this stage to apply the work of Senge to my 
practice, to enable me to reflect on the frustration and anxiety of constant 
struggle and see it in the context of my leadership role as designer, steward and 
teacher. This enabled me to approach the change with renewed focus and 
energy.
4.4 Phase 3 – Changing Service
Context 
At the start of this phase the national economy was experiencing almost 
unprecedented financial pressures. There was no doubt that the public sector 
would face tight financial pressure for the medium to longer term. The 
Government’s Comprehensive Spending Review had been deferred because of 
this and the pending national election. Local authorities were therefore planning 
with less financial clarity whilst anticipating reductions in national funding with the 
added complication of increased demand for a number of services provided for 
children and adults. There was a climate of low inflation and public expectations 
that Council Tax decisions would be attuned to the wider economy.
Within this framework of uncertainty a new conservative administration, at local 
level, began planning for the period to 2013 and beyond. The new administration 
placed greater emphasis on developing an organisation that spent public money 
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in a business like and professional way that was financially sustainable.  The 
administration was committed to providing value for money to the citizens of the 
county and within these parameters to ensuring it delivered the best possible 
services.
Content
This phase started in the context of a new HR Director looking to more fully 
integrate the service including health and safety. 
Having just attended the Strategic Management module as my final MBA 
Executive module, I was keen to test some of the theories and particularly those 
based on the work of Senge. In March 2009, I developed a plan for the service 
over the next 12 months to include planned dialogue sessions, one to one 
sessions, development of a shared vision, more change of focus towards a 
systems based approach in the form of an OHSAS style audit process and a 
change in purpose.
The main message that I had tried to communicate from the start of phase 1 was 
that it was crucial for the team to change their relationship with the organisation. 
This was presented as a need for the service to develop new ways of working by 
becoming much more strategic rather than focused on working at the operational 
frontline. The early change process focused on this, but without establishing a 
vision of the positive service change required and instead the process focused 
upon what we needed to avoid. By phase 3 it was therefore considered to be 
important to develop a clear vision. Following a team meeting in July 2009, the 
team developed the following vision statement 
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‘Our primary goal is to ensure that managers take responsibility for H&S 
management. We must enable them to do so and monitor to make sure 
that they are accountable when they fail to take appropriate action.’
In addition, at the same meeting it was suggested and agreed that
• We would become coaches and mentors, not just problem solvers, 
helping managers to develop their own skills, knowledge and 
understanding.
• Change our approach to auditing using the OHSAS standard
• We would encourage strong leadership underpinned by effective 
compliance systems.
• We would focus much more on working with services to manage and 
respond to the outcomes of the programmed service audits
• We would 'encourage an increase in competence' to 'enable greater 
ownership and profiling of risk, thereby promoting sensible and 
proportionate risk'.
• We would focus on the core aims of health and safety and by doing so 
enable greater ownership and more effective risk management.
Finally, at that meeting, we agreed that the present level of senior management 
commitment presented an opportunity to have real impact on H&S across the 
organisation. We now needed to embrace change and ensure that we lived up to 
the increasing expectations that the authority had of this service.
Process
We have seen that in Senge’s view fear and anxiety is a real barrier to change. It 
was therefore felt to be imperative to deal with the concerns of team members 
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about exposure, vulnerability and inadequacy. During this phase I purposefully 
spent time with individuals and small groups to reflect on change and develop 
dialogue. These regular, fortnightly meetings were also established every other 
Friday morning with the Principal Advisers, as a group, as a vehicle for change. 
They were originally called workload meetings but it became obvious that 
dialogue and discussion was necessary. Each and every meeting since has 
provided the opportunity for dialogue. 
The lower, level 2, advisers were also brought together as a group; rather than 
individually reporting to each of the Principal Advisers, they now reported to one 
and became a shared resource. They too held regular meetings where dialogue 
rather than discussion were encouraged.
To start with these meetings required increasing levels of candour from me as 
the leader and manager of the service. This openness at times triggered conflict 
when individuals and groups made a stand against the change. One of the 
meetings in July  2009 required a reallocation of work and team members were 
asked to volunteer to take on a task that would contribute to the change. Some 
were quite keen and quickly volunteered but two of the team made a stand, 
saying that they didn’t have time, that this was someone else’s job etc. The 
impasse would normally have been resolved by me taking my traditional 
command and control approach and imposing the jobs on them. It was actually 
resolved outside of the meeting in one to one discussions with each of the 
individuals. The meetings were designed to have little real structure or agenda. 
At each meeting the discussions revolved around issues arising at corporate and 
at service level, which were raised by anyone around the table.  Some of the 
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meetings saw the typical ping-pong of discussion and some involved a degree of 
conflict, but this was necessary to get issues out in the open. Progress appeared 
to become easier once this dialogue started.
According to Senge, when there is a compelling shared purpose and genuine 
vision, people excel and learn, not because they are told to, but because they 
want to. As we have seen, I did not really explain and present a vision for the 
service during the first two phases of the change process. As Senge states ‘a 
shared vision is the first step in allowing people who mistrusted each other to 
begin to work together’ (Senge 2006:194).  At a team meeting held in April 2009 
the team were led through an exercise to develop a vision for the service.
Towards the end of this phase, in January 2010, a second survey questionnaire 
was sent out to each team member. The feedback seemed much more positive 
and in stark contrast to the earlier survey. For example, when asked ‘what 
changes if any do you feel have been for the better’ responses, as can be seen 
below, were much more positive in 2010 than in 2007;
2010 Survey 2007 Survey
• Joint working 
/collaborative working
• Bringing together as 1 
team.
• Working across service 
areas
• Consistency of approach
• Common systems
• I don’t think the service needs to 
change. 
• Recognise that the areas we support 
are vastly different in the advice and 
support that they need 
• We don’t need to introduce systems 
that hinder operational efficiency! 
• A decision is needed to decide if we are 
a business or a local authority; it is not 
possible to do both as it stands.
At a meeting in December 2009 staff were asked to revise the vision again and 
also to allocate work projects fairly across the team. The projects were in support 
67
of the new approach and it would have been difficult to impose these directly and 
especially in the earlier phases. However, staff seemed very engaged with this 
process and since the meeting have made significant progress. They also took 
on the role of restructuring the service again to reflect these changes and 
suggested a grouping of lead roles that has since been implemented with no 
dissent or difficulty.
When asked to provide a couple of sentences to describe the service the 
following statements again seem to contrast with the earlier statements made in 
2007
2010 Survey 2007 Survey
A solid robust professional service 
delivering reasonable and practical 
solutions to all areas of health and 
safety management.
To become a positive sensitive outfit 
capable of dealing with the authority’s 
new difficult times ahead.
See homepage on teamroom. I think 
you described this area quite well.
To be the experts on matters of H&S, 
also to be the first port of call for 
advice and assistance across divers 
service areas
We need to provide an efficient and 
effective health and safety service, 
which is valued by mangers and 
employees of the County Council. To 
remain the competent source of H& 
S advice & support as per 
management reg req.
Support for managers in delivery of 
healthier and safe services
These are just fancy words,
We exist to meet the reqs of reg 7 of 
the man regs. I think we should focus 
on doing some basic H&S functions 
well and to a consistent method.
We should be doing the job we are 
paid for to the best of our ability 
exercising reasonable skill, care and 
diligence. But first appreciate the 
culture across the authority appears to 
be one of lip service with management 
taking little ownership of REAL 
ISSUES.  I.e. reluctance to identify 
responsible persons.
We stand for protection and ever 
improving standards across all aspects 
of the workplace. We aspire to be the 
professionals who push the limits of 
the envelope to achieve realistic 
targets.
We exist to assist and guide who ever 
we work with to promote health safety 
and well being of all.
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A meeting was held with four other managers within the local authority who had 
kindly agreed to act as a final validation group. These were my peers but had no 
involvement in the management of the team. Prior to the meeting they had been 
provided with a copy of the two questionnaire survey responses. At the meeting 
they expressed the following comments:
“It seems that the team have taken a significant journey from being really 
against the change to accepting that it has been of some benefit. The 
comments like’ if it ain't broke don’t fix it’ and ‘its change for the sake of it’, 
seem to really capture the mood at the start of the change process.  By 
the second survey comments like ‘a vision for the service has been 
established’ and references to the positive outcomes of the change 
process such as an ‘ability to balance workloads’, ‘increased flexibility’ and 
‘focus on strategic priorities’”.
“It is also clear that there is some way to go, as staff still seem wedded to 
a focus on operational delivery and the close working relationship to the 
customer above all else.”
“The impression I get is that staff now seem to accept that change has 
brought some benefits but to quote one of the comments, they ‘still hanker 
after the past’ and I’m not sure that if you left tomorrow that the changes 
would remain in place and develop further.”
“The comments about their role seem to have developed over time and 
seem much more pragmatic and realistic. The visioning process and 
consultation with the team does seem to have had some impact and staff 
appear to be more positive in my experience.”
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Reflection
This phase was different to the others in that it involved planned interventions in 
accordance with the principals established by Senge. As such it appeared to 
provide some evidence to support the view of Senge that leaders have a 
significant role in sustaining change by helping to create vision, passion and 
commitment, whilst managing the forces that limit change (Senge 2000:6). The 
second staff survey, survey 2 carried out in January 2010, appears to present a 
more positive level of engagement, for example the comment ‘Without doubt 
change has occurred and service delivery is different to that from former 
departmental teams’ and ‘A clear vision for the service has been established’ and 
‘I think the service is now seen within the authority as a more higher profile’.  This 
was confirmed by my critical friend in a summary of my development over this 
period, stating that 
‘he has developed a number of initiatives to engage with his team more 
effectively and with significant success over the past 6 months. There is 
real evidence that he has developed more dialogue and engagement and 
his team seem more positive and motivated to change.
In Leadership and the New Science, Wheatley (1994:56) describes vision as a 
force field, which influences all who bump into it. We saw earlier how Senge 
emphasises the need for a compelling realistic, attractive shared vision of the 
future. Feedback from survey 2 appears to support the view with comments such 
as ‘A clear vision for the service has been established’.
Others, such as Kotter, have also focused on this as a key requirement, stating 
‘that without an appropriate vision, a transformation effort can easily dissolve into 
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a list of confusing, incompatible and time consuming projects that go in the wrong 
direction or nowhere at all’ (Kotter 1996:48). Senge (Fulmer et al 1998) explains 
that the learning organization, technically speaking, has always been simply a 
vision, and as a vision it has a life of its own, so that the more reality evolves the 
more the vision should evolve. Its purpose is not to exist as an idea but to be 
generative in the world. Robert Fritz’s view is that “It’s not what the vision is, it’s 
what the vision does.” (Fulmer et al 1998)  Evidence from survey 2 and 
experienced in the dialogue meetings suggests that recent work with the team to 
develop greater clarity around the vision appears to have resulted in greater 
acceptance. A growing core of staff now appears to be supportive. Once 
opportunities for honest and open dialogue were established, resistance 
appeared to fade. 
Senge has described how the leader should not impose their personal vision. 
Clearly the early attempts to develop a vision for the team were about imposing a 
vision and staff were uncooperative and had little ownership. However, I was 
under pressure and needed to be directive and expect compliance, but failed to 
explain this. The result was that staff dug their heels in and refused to change. I 
failed to realise at the time that personal vision must be shared to encourage 
others to follow and that the process was as important as the outcome.  At the 
start of this phase attempts were made to get staff involved in revising and 
redefining the vision and values of the organisation. Initial responses from the 
team were again symptomatic of a real reluctance to change. It was only when 
we got them together in July and asked them to completely review our vision that 
they started to participate.
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Senge (2006:148) talks about the need to develop an awareness of our theories 
and coping strategies and an acceptance that our own actions are part of the 
outcome. It was easy to blame others who seemed reticent to change, 
uncooperative, felt threatened and steeped in a reactive mindset 
(someone/something else is creating my problems). In the earlier phases I had 
fallen into the trap of blaming the most vocal and obstinate team members for the 
lack of progress. My reaction was to become more commanding and controlling. I 
became very focused on finding out what they were doing and directing them to 
use their time differently. KPI’s were reviewed and constantly monitored for signs 
that people were not doing what they should be.
Senge’s view that being a good leader is linked to personal mastery, appears to 
have some relevance. Senge's view of personal mastery is basically that you 
cannot develop a compelling vision for an organisation until you have a 
compelling vision for your own life – a better understanding of your own values, 
needs, expectations, hopes and dreams. It was during this session that I worked 
on personal mastery as part of my MBA Strategic management module. To be 
able to support their leaders, individuals need to become responsible and able 
themselves by expanding their own capabilities to enable them to understand the 
complexity around them. The foundation of leadership is therefore to inspire 
(literally ‘to breathe life into’) others. (Senge 1990: 340) There was little real effort 
in this area until this phase. As explained earlier, much of Senge’s work on 
personal mastery is based on the Fritz three stage process for adopting a 
creative orientation to life; articulating a personal vision, seeing current reality 
clearly, and choosing; making a commitment to creating the results you want. In 
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developing this project I was compelled to analyse current reality and make a 
commitment to change.
It is sometimes said that all you need to overcome any opposition is willpower 
and tenacity in the face of adversity. Senge’s view is that ‘we all have a favourite 
strategy’ (Senge 2006:48) and my favourite during phases one and two was 
willpower. A Criterion Partnership CAL online personality questionnaire had 
confirmed my high score in terms of preferring a directive leadership style, failing 
to listen to others and sometimes forgetting what they say and disliking 
compromise. This view was reaffirmed by my line manager as something that I 
needed to be aware of and purposefully try to avoid. This study does appear to 
show a development of my influence as a leader as I changed my practice away 
from what came naturally. 
Visions spread because of a reinforcing process as people talk. Increased clarity, 
enthusiasm and commitment rub off on others in the organisation. This seems to 
be evident, as team members have taken the initiative themselves within their 
lead areas. A group of staff has taken the lead in terms of a new systems based 
approach to H&S management. This has drawn in a group of staff from outside of 
the service that also now speaks a similar language that reflects the service 
vision. As time goes on the vision seems to be getting clearer. I no longer own it 
and I have had to learn to accept that the vision has needed to develop to 
incorporate the views of staff and service users. This has not been easy and 
there have been times recently when the change has not gone exactly as 
planned.
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We saw earlier that visions that are truly shared require ongoing conversation 
and take time to emerge. The introduction of fortnightly meetings with all of the 
principal advisers provided just such a vehicle. This meeting allowed staff to 
suggest alternatives and for us to work up a clearer and more widely shared 
vision for the service. Over the last six months this has allowed us to move 
forward with less overt cynicism. A growing number of the team seem to be on 
side now and it no longer feels like the service leader is a voice in the wilderness. 
Great teams are not characterised by an absence of conflict’ (Senge 2006:222) 
and we experienced significant conflict during this change process. Developing 
reflective conversation is a core learning capability.  The team did not appear to 
learn from this conflict until phase 3 and this appears to be because for the first 
time I was able to introduce mechanisms to enable reflection and mutual inquiry. 
It was during this phase that I started to take action to introduce a degree of 
dialogue and build awareness among key team leaders; to make the change 
open and "discussible;" and ensure that this it was regularly revisited in 
management and team meetings.
Having felt significant frustration at the start of the process I began to see myself 
as the facilitator rather than the controlling mind. I realised that the regular 
meetings whilst taking up significant time and effort were providing the 
opportunity for staff to rehearse and debate through dialogue and discussion. 
The sessions provided staff with time and space to reflect on and contribute to 
the purpose, vision and governance factors as well as time to openly discuss 
their fears and anxiety. This proved to be necessary, useful and productive. The 
team sessions were designed to allow openness and trust to develop.  Whilst 
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openness is important, it does not always result in change, especially where 
there are low levels of trust. This is one of the most frequently faced challenges 
and the most difficult to overcome. Nevertheless, progress did appear to become 
easier once a dialogue started in the regular fortnightly meetings. I realised that I 
was not a perfect leader and manager and needed the support of others. Recent 
efforts to talk to staff about roles and responsibilities, as well as relationships 
both with their peers and with their line managers have proven to be productive. 
The team seem more reassured and appear to accept that they are responsible 
for their actions and how people respond to them. Regular meetings to talk about 
vision and current reality and to give people a structure in which to establish and 
revisit creative tension (Senge 1994:223) have provided the opportunity to talk 
openly about the behaviours that are personally important to us and vital to our 
success (Senge 1994:225). The other question that is difficult to answer at this 
stage is how this will progress in the longer term. Feedback from my manager 
confirms that I tended to rely on command and control and had not planned in 
enough opportunity for real consultation and engagement with the team. I made 
this known in the way that I proposed changes and in the way that I explained 
why they were necessary. The meetings provided the opportunity for dialogue 
upon the overarching explanation of why we do what we do, how we need to 
evolve, and how that evolution is part of something larger. This was presented in 
2009 in a vision statement, as a single set of integrating ideas that gave meaning 
to all aspects of the teams work and the team were then required to add to this 
and then to completely redefine this in July 2009. Feedback from the second staff 
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survey appears to back this up with responses to question about what we stand 
for being 
 ‘See homepage on teamroom. I think you described this area quite well’; 
and
‘To become a positive sensitive outfit capable of dealing with the 
authority’s new difficult times ahead’.
This response contrasts with comments in the survey 1,such as  ‘These are just 
fancy words’. 
Many academics talk about the need to create a burning platform that people 
have to jump from, in other words a crisis that leaves them little choice but to 
change. Acceptance of change appeared to become easier with the open 
explanation by the Service Head about the need for change in order to avoid 
outsourcing and/or reduction of staffing. The question that is difficult to answer is 
whether this and the economic events of the past 6 months have contributed to 
this apparent change of attitude. Experience has shown that change can have 
more impetus where a threat to the normal way of doing things is perceived. 
Kotter's eight step change models starts with creating urgency and this appears 
to have had significant impact. Once the urgency of meeting the budget cuts was 
accepted, change seemed to move on. 
The final step of 2009 was to invite them to try to visualise what their future might 
be, and to articulate their desires for the future’ (Senge et al 1994:226). It is early 
days but this level of engagement does appear to have had some impact and 
supports the views expressed by Senge. However, it is evident that this is time 
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intensive, does not suit everyone in the team and clearly will not generate over-
night change. 
Senge asserts that for a shared vision to exist, people must believe that they can 
create the future. Staff acted and spoke like victims at the start of the change 
process. They didn’t realise that they were part of the problem and helping to 
create the mess that they were in. Everyone else was at fault and would not 
listen. The introduction of the OHSAS approach and the vision that went with it 
has allowed an increasing number of staff to realise that we can create the 
future. 
Introduction of the OHSAS standard and new audit approach introduced systems 
drivers, which did seem to help bring the rest of the disciplines together. There 
was real evidence that prior to this point staff were very focused on the parts. 
They seemed to blame everyone else for their problems and anxiety about 
change. The fact that they were struggling to engage managers was not their 
problem but the managers. It was only towards the end of this phase that a 
number of staff in the team seemed to embrace the change process as active 
participants, with some power to shape their own reality and create the future. 
Systemic thinking did seem to acknowledge and allow us to identify and address 
the complexity, but it was real hard work.
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5 Chapter V - Lessons learned
5.1 Overview
The purpose of this final chapter is to summarise the outcomes of this research 
study, draw together its conclusions, highlight its limitations and suggest some 
areas for future research.
The focus of this study was leadership and management in the public sector with 
a specific focus on how to facilitate successful positive change. 
The study considers how I could improve my work as a leader implementing 
change, both for my own benefit and the benefit of others. 
The project uses the work of Senge to try to gain insight into the change process. 
It examines the earlier phases of the change process using the disciplines 
suggested by Senge and then evaluates whether they worked in practice when 
applied to later phases of the change process at each stage and how practice 
was changed at each stage of the process. 
5.2 Limitations
This research, limited in both its timescale and resources has only skimmed the 
surface of leadership through change in the public sector.
In terms of timescale, it is evident that change processes take time to develop 
and achieve their objectives. It may therefore be imprudent to attempt a full and 
definitive assessment of their consequences too early.
Boston (2000; 25) poses the question of how one should ‘begin the task of 
evaluating systemic change, and more particularly change in the field of public 
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management’. It is difficult to be clear on causation. The changes identified may 
have been the product of factors unrelated to the changes made. For example, 
would the changes have occurred anyway without my interventions? It is 
suggested in the report that the dire economic crisis may have been a 
determining factor. Could this have been the main force driving change? As we 
have heard earlier the view of Kotter (Kotter 2008:120) is that a sense of urgency 
in the form of a ‘burning platform’ is crucial to motivate change. 
There are a number of potential weaknesses with this project, even as a piece of 
action research. It has not been easy to determine what practical interventions 
should be taken to change the organisation into a learning organisation.  The 
project is based upon qualitative feedback, with a lack of reliable empirical 
evidence to demonstrate causal relationships. It is difficult to measure the degree 
of change and how successful any initiatives have been. And it is difficult to know 
whether staff have fully embraced the change. 
Boston also asks ‘what constitutes success or improvement’? We have seen how 
difficult it has been to find real evidence of success. How and what can we 
measure to provide an indication of success in this area? 
As Pettigrew states (1987:649) ‘There is the problem of perspective. Where we 
sit not only influences where we stand, but also what we see’. The project is 
reflective and considers qualitative evidence selected by the author who is 
himself involved in the service as the leader. As an action research project it may 
be argued that the report presents a highly interpretive account and is 
necessarily representative of my assumptions and preconceptions.
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My history of involvement with this team means that I am not an objective 
observer. Others may argue that action research is much more able to produce 
‘valid’ results than ordinary or conventional social science because interpretation 
of the results and the design of actions based on those results involve those best 
positioned to understand the processes: the local stakeholders. Pettigrew 
(1987:652) suggests that ‘leaders should be studied in natural settings using 
observational and other qualitative methodologies’.
The change process is extremely complex and as quoted in Pettigrew (1987:658) 
the transformation of the firm is seen as iterative, multi-level process, with 
outcome emerging not merely as a product of rational or boundedly rational 
debates, but also shaped by the interests and commitments of individuals and 
groups, the forces of bureaucratic momentum, gross changes in the 
environment, and the manipulation of the structural context around decisions’.
In terms of the research methods used, the use of questionnaires could be 
challenged as providing leading questions designed to illicit a preferred answer.
5.3 Final thoughts and future research
This project has reinforced the view, often expressed, that public sector change 
is not easy, that change is complex and there are always lessons to be learned! 
Public sector organisations are still very traditionally motivated to focus on 
numbers and targets. Often led by accountants there is sometimes a lack of 
focus on attitudes, engagement, vision and strategy. It seems evident from this 
research project that the work of Senge is more focused on the need to 
understand people and their motives, to challenge them by balancing challenge 
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with support and to manage performance holistically through people as well as 
organisational objectives. This project has demonstrated that Senge’s work has 
often provided a useful starting perspective and therefore a tool to help analyse 
leadership through change. The theory has provided a useful starting point to 
examine past events and current reality, which appears to have led to some 
useful insight into potential causation and good practice in developing change in 
the workplace.
A major conclusion of this report is that leaders appear to have a significant role 
in sustaining change by helping in creating the energies (vision, passion, 
imagination, commitment) that generate self-reinforcing growth processes, while 
managing the forces that limit change. 
The project does appear to confirm Senge’s perspective on personal mastery in 
that the actions and reactions on the part of the leader were impacting on the 
outcomes. The way that you behave, what you do, how you go about things and 
the way that you interact with others seems to be important when you are trying 
to convince others of the need to change. An important step in this direction is 
the need to generate and manage creative tension within yourself. The change 
process coincided with a period of leadership development in the workplace 
when I was required to carry out a 360-degree evaluation and other personality 
questionnaires. The understanding from Senge helped me to more effectively 
respond to that and resulted in real change from a personal mastery perspective. 
However, it was also evident that the process of personal mastery, involving 
exploring one’s own performance, personality and fundamental aims in life was a 
daunting task. At times it proved to be really difficult to maintain the motivation to 
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carry the task through some very uncomfortable periods.  Whilst it does appear 
to have some impact, it is difficult to measure how much personal mastery 
contributed to the outcome. The outcome may have become easier to achieve 
than expected but this may be due to a number of factors. (Senge 2006:135).
In this project action was taken to set priorities, provide unstructured time for 
reflection and dialogue, to remove non-essential demands and to tackle political 
game playing. However, the study does not attempt to demonstrate a cause and 
effect relationship between other people’s actions and mine. It does not say, ‘I 
brought about improvement’ or ‘I made that happen’. It attempts to demonstrate 
that certain changes took place as I changed my practice, particularly in myself, 
and that different relationships evolved. The study aims to show a development 
of influence, resulting in new understandings and actions developed from people 
working together in new ways.
The methodology as ‘action research’ and using a structured approach 
suggested by Pettigrew, does appear to have provided some useful insight; as a 
self-reflective study of my role as leader, using observational and other 
qualitative methodologies. It is by no means a project based on empirical 
research, instead it provides a much more practical approach to identifying 
problematic issues, imagining possible solutions, trying them out, evaluating 
whether they worked, and changing practice in the light of the evaluation. As well 
as providing a piece of academic research it also appears to have merit as a real 
life study of a practical change project.  However, the project has identified a 
number of potential weaknesses with this type of approach;
83
• We have seen that it is difficult to measure in a quantitative way whether 
any of the initiatives taken to implement the five disciplines have or are 
being successful. There is little way of measuring the degree of change. 
• Responsibility for task execution lies with the employee and it is difficult to 
know whether they are really changing the way that they work and 
reflecting the changes that appear apparent when this is discussed. 
• The difficulty is that whilst Senge writes for practicing managers it has not 
proven to be easy from his works to identify practical interventions to turn 
an organisation into the type of  ‘learning organisation’ that he describes. 
The disciplines appear to provide useful tools to allow analysis of the earlier 
phases of the change process. Once it became evident that they may help to 
achieve more successful change, it seemed difficult to know where to start and 
how to implement the disciplines successfully. In this case it seemed the easiest 
way of implementing was to work on and develop different aspects of the five 
disciplines as opportunity arose, rather than in a structured way. Neither has it 
been easy to identify the end point and what we mean by success in 
implementing Senge’s disciplines.  
‘Theories have a place’ in describing what could happen in a given situation but 
the actions that take place in an organisation are more important for those 
working there (Mahoney 2000:241). As a piece of action research the project 
helped me to realise that I needed to develop my own personal vision and to lead 
by example. Thinking of the leadership role as one of designing, stewarding and 
teaching provided renewed focus and energy at times when frustration through 
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lack of response and cooperation would otherwise have been extremely 
frustrating.
The earlier phases of the change process did seem to support Senge’s view of 
the counter-productiveness of trying to dictate a vision, no matter how heartfelt. 
Applying Senge’s shared vision discipline appears to have been a turning point 
for the change process.  It did seem to be compelling for the team we are 
examining in terms of changing their relationship with the organisation, removing 
distrust, creating identity and purpose, developing new ways of working and 
fostering longer term commitment and enrolment.  This became possible 
following the introduction of dialogue through regular, unstructured fortnightly 
meetings and informal one-to-one chats with staff about what they were doing 
and how to develop a more positive way forward within their areas of 
responsibility. 
The work of Senge in the 5 Disciplines appears to have been useful to help 
explain how people reacted, why there was so much anxiety, worry and 
negativity. It was evident that the earlier approach of dealing with fear and 
anxiety head on was not well received.  
Senge seems to ignore external influences. In this public sector organisation it 
seems likely that changes in political administration will have had significant 
impact on the direction of travel, culture and driving values of the organisation. 
Also, as suggested by Armstrong (2000:356) economic crisis is ‘hardly conducive 
to feelings of empowerment, speed and effectiveness’. The third phase of this 
change process coincided with an economic downturn and it is possible that this 
had some impact on how receptive staff became. Public sector organisations are 
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politically driven and the currently dominant political ideology may have 
significant impact on the way in which we are able to interact and engage with 
staff. It is also difficult to know whether the most recent budget cuts have had an 
impact. The threat of redundancies certainly seems to have made people behave 
differently and react more cooperatively. It is therefore difficult to conclude that 
the changes are all down to the introduction of the change processes outlined in 
this document.
Another conclusion appears to be that the concepts developed by Senge rely 
upon staff being receptive to positive management and having a mindset based 
upon an intrinsic view of the benefits of work. Some aspects of this case study 
suggest that no matter how well the disciplines of Senge are implemented, if a 
member of staff is only interested in financial reward, has a bureaucratic 
personality or violated psychological contract then it may be very difficult if not 
impossible to get through. 
The study also suggested to me that the 5 Disciplines may just provide a more 
sophisticated tool to command and control workers in line with organizational 
requirements. At times it seemed easy to lead discussions by framing them in 
such a way that there was only a limited number of potential outcomes.  The 
intervention did seem to be more engaging and dynamic than the traditional 
hierarchical approach. However, it does seem fair to ask whether the changes 
and the responses received from staff, even in phase 3, were entirely unrelated 
to ‘command and control’? Were the same drivers in play and underpinning the 
change process rather than the increased dialogue and focus on vision.  The 
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question that remains unanswered is; if I were to leave tomorrow would the 
service revert back to what and where it was?
I have found that one of the most reassuring statements by Senge is that ‘great 
teams are not characterised by an absence of conflict’ (Senge 2006:222). On the 
contrary he sees conflict of ideas as an indicator that teams are learning. I have 
lived with this very difficult change process over a period of three years and 
experienced the stress and frustration that accompanied the change efforts. It is 
therefore reassuring to read that great teams and conflict go together. We have 
seen how Senge’s view is that it’s the way that they react to conflict within a team 
that is important. We have seen lots of conflict and defensive behaviour and 
learned the hard way that it is only by reflection and mutual inquiry that this 
becomes a learning process. 
Finally, there is the question of whether Senge’s vision of the learning 
organisation and the disciplines it requires has contributed to, provided insight 
and improved the change process we have been examining. We have seen that 
some aspects of organisational learning as defined by Senge, have had an 
impact and appear to provide a more positive outcome. The problem we have is 
that we have only been able to introduce the change processes described over a 
very short period of time. Whilst dialogue appears to have resulted in cultural 
changes in that staff appear to be more receptive; it may be the case that the 
current economic crisis and looming budget cuts are also a significant factor. The 
emphasis on building a shared vision, team working, personal mastery and 
dialogue does seem to provide a more creative and constructive way forward. 
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Further Research
This research needs validation. More comprehensive quantitative studies of 
these interventions should be undertaken to validate (or refute) this research’s 
findings.
Whilst three years seems to be a long time, the change process continues and it 
would be useful to revisit this study over a longer period to see what long-term 
impact the changes have made.
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Appendix 1 - Chronology of team events
Phase 1 - Collocation
January 2007 centralised integration of devolved services announced.
May 2007 I take direct responsibility for two teams and dotted line responsibility 
for remainder.
September 2007 redundant staff leave and all teams brought together in one 
structure with me as their manager.
October 2007 large part of team physically relocated to new office.
December 2007 – first stress survey 
January 2008 remaining team is moved into new office.
At this stage staff at all levels have maintained their substantive roles and 
continued to work in the same way as prior to integration.
Phase 2 – Change of structure
February 2008 change of structure to reflect new team roles.
March 2008 various team-building workshops.
April 2008 – report to executive management team to initiate change of focus to 
much strategic role. Strategic H&S Workshop events held to further develop 
service review.
May 2008 – Second Stress survey is carried out.
June 2008 – Discussions with team to develop new audit and training targets and 
KPI’s.
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July – December 2008 Staff openly resistant to change process. Many staff 
openly blocking progress. Staff being openly hostile to change and determined to 
maintain status quo.
December 2008 – new proposals to change focus of service, redesignate two 
team leaders as Service managers and Strategic H&S manager as new Service 
Head. First consultation meeting very difficult.
January – February 2009 – a number of planned consultation events on the new 
proposals were held. Staff made it clear that they felt that the changes were 
being imposed with little real consultation.
Phase 3 – Changing Service
January 2009 I attend Strategic Management module as final MBA Executive 
module.
March 2009 Plan developed for next 12 months to include planned dialogues 
sessions, one to one sessions, development of shared vision, change of focus 
towards OHSAS style audit approach, change in roles at Service Manager and 
Principal Adviser level.
March 2009 - Fortnightly meetings started as a Senge influenced initiative to 
create more dialogue.
April 2009 new vision document is proposed and agreed at regular fortnightly 
meetings.
April 2009 new OHSAS steering group starts and planned implementation 
programme is agreed.
April 2009 new structure implemented.
April 2009 - Planned one to one dialogue sessions start.
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May 2009 – wider staff group is drawn into OHSAS work.
May 2009 –discussions start in relation to more clearly defining roles.
June 2009 –Advisers group is brought together under Principal Adviser. Some 
resistance experienced from other principal Advisers.
July 2009 – Principal Advisers given joint task to develop new policy document.
August 2009 – New audit protocol is developed and new audit process agreed. 
Discussions in fortnightly meetings become a little livelier but resistance is 
limited.
September 2009 – new audit programme agreed.
October 2009 – more work starts to produce wider remit.
December 2009 staff development day is used to refine vision statement, 
develop ideas around restructuring service to deliver new objectives and identify 
priorities.
Restructure plan to be discussed January 2010 for final agreement March 2010.
February 2010 – staff attend HR Service wide meeting and I receive feedback 
from a range of managers that they were much more engaged in group work 
exercises and were using their experience of change to advise the wider service 
with proposals to change their structure and activities.
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Appendix 2 -Stress management 
Standards – Surveys
Key
Need for 
improvement
Good Doing Very 
Well
Phase Group Question Risk Level Overall 
Risk 
level
HSE 
Benchmark
1 TBH Team
December 
2007
1. Opportunities to question 
managers about changes at work
Good
3.00 4.00
2. Staff are always consulted 
about change at work
Good
3. When changes are made at 
work, I am clear how they will 
work out in practice
Good
LVH Team
December 
2007
1. Opportunities to question 
managers about changes at work
Good
2.52 4.00
2. Staff are always consulted 
about change at work
Need for 
improvement
3. When changes are made at 
work, I am clear how they will 
work out in practice
Need for 
improvement
2 Full Team
May 2008
1. Opportunities to question 
managers about changes at work
Need for 
improvement
2.21 4.00
2. Staff are always consulted 
about change at work
Need for 
improvement
3. When changes are made at 
work, I am clear how they will 
work out in practice
Need for 
improvement
3 Full Team
July 2009
1. Opportunities to question 
managers about changes at work
Need for 
improvement
2.21 4.00
2. Staff are always consulted 
about change at work
Need for 
improvement
3. When changes are made at 
work, I am clear how they will 
work out in practice
Need for 
improvement
Principal 
Advisers
July 2009
1. Opportunities to question 
managers about changes at work
Good
2.37 4.00
2. Staff are always consulted 
about change at work
Good
3. When changes are made at 
work, I am clear how they will 
work out in practice
Need for 
improvement
Advisers
July 2009
1. Opportunities to question 
managers about changes at work
Need for 
improvement
1.90 4.00
2. Staff are always consulted 
about change at work
Need for 
improvement
3. When changes are made at 
work, I am clear how they will 
work out in practice
Need for 
improvement
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Appendix 3 - Survey Questionnaire and results. 
Survey 1 Sent out 1st October 2007.
Survey 2 sent out 4th January 2010
Preamble – sent out with questionnaire
Thank you for completing this questionaire. It is designed to capture a picture of the 
views of staff about the change process that we are going through. It is hoped that the 
results will help inform the development of the service.
The questionnaire is for staff at all levels in the Health and Safety Team. It should take 
15-20 mins to complete.
All responses will be strictly confidential and will not be identifiable in any report as 
having originated from you.
Once completed please send back to Peter Roddis.
Number of participants 23 sent survey
Question Results October 2007 Results Jan 2010
1. The service 
manager feels 
that the 
aspirations of the 
team need to be 
raised sufficiently 
enough to result 
in lasting change 
to the way that 
the service is 
delivered. Do you 
feel that the way 
the service is 
delivered needs 
to change?
Yes  - no comments 
No – no comments
No –  Comments - if it aint 
broke don’t fix it.   
Yes Comments - Yes we need 
to change from what we have 
become in the last couple of 
months. Whilst on paper have 
become one team albeit in two 
locations, the divide is greater 
than it has ever been. Be clear 
and ensure that the team 
knows what those aspirations 
are. From a viewpoint of 
service delivery, the H&S 
service as a whole has to 
reflect the needs of those we 
provide the service to. There is 
no evidence of consultation 
within the division that I 
support in relation to the SLA 
that has been developed. You 
overlook the fact that we are 
part of there team also.
No – comments – no its 
change for the sake of it. My 
managers value the service we 
provide.
Question was changed to ask whether 
we had been successful in raising 
aspirations of the team.
Yes
Not entirely effective / sucessful. 
Whilst some staff have adapted well to 
the change with aspirations raised - 
others hanker for old ways of working 
and have grudging or limited 
wilingness to move forward.
Partialy, I feel there is still some 
pockets of resistance to change 
because the changes may challenge 
individuals competencies e.g. 
interacting with managers at a 
percevied higher level, producing 
quality reports etc.      
We need also to instil an appreciation 
and understanding of strategic thinking 
Yes, in some respects.
Without doubt change has occured 
and service delivery is different to that 
from former departmental teams.
Success is difficult to define, as the 
change is still ongoing , also no clear 
endstate defined to benchmank 
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No - Comments - First you 
need to identify what’s broken 
and what’s not, and then 
concentrate on mending 
what’s broken. In our case the 
assumption was everything 
needed to change, which was 
not the case.
The time over the past 12-18 
months should have been 
used to plan the restructure in 
detail; this has not been the 
case
Yes – A more proactive 
service with emphasis on 
continual improvement.
No
Within the local authority too 
much time is spent with 
beaurocracy.  When looking at 
customer service we need to 
be diverse in delivery which is 
not possible at this time
Yes comments - Everyone 
probably has their own idea of 
how the service should be 
delivered but if the case for 
one particular method is made 
strong enough and with 
justification I for one would 
support it. 
No – Comments - I think we 
and the council need a clearer 
idea of what the H&S service 
is here to do and what is 
expected of managers. This is 
in the policy and should be 
driven by senior managers via 
the MT’s. 
success against
I don’t think that aspiration is the right 
word. The change in the way that H&S 
is to be delivered has been 
communicated to the team and this 
change has largley been implemented.
2. What changes, 
if any do we need 
to introduce in 
the new service?
Recognise that the areas we 
support are vastly different in 
the advice and support that 
they need may be specialist 
advice, which in some cases 
needs to be given in short time 
frames.
We don’t need to introduce 
systems that hinder 
operational efficiency! 
We do need to work with those 
we support to set achievable 
objectives, give them the 
knowledge and assistance to 
achieve those objectives, and 
be proactive in our monitoring 
of progress. 
Question changed to ask about what 
changes have been for the better.
Joint working /collaborative working 
with other principal advisors on larger 
project work.
Bringing together as 1 team.
Ability to balance workloads across 
wider resource.
Increased flexibility to meet customer 
demand and focus on strategic 
priorities.
Flexible working (benefits for some – 
not all)
Recently, the allocation of work and 
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Flexibility is spoken about but 
no ground rules have been 
provided or start dates given. 
What are ‘the Business needs’ 
as this is the quote being given 
As the premise for flexible 
working.
Before any more changes are 
planned or made you need to 
get the trust back of the staff 
and start to build a team
Training for staff to allow for a 
more competent workforce, 
flexibility of working and 
defined roles with scope for 
transferring of skills.
A decision is needed to decide 
if we are a business or a local 
authority; it is not possible to 
do both as it stands.
I don’t think the service needs 
to change. 
I think we and the council need 
a clearer idea of what the H&S 
service is here to do and what 
is expected of managers. This 
is in the policy and should be 
driven by senior managers via 
the MT’s.
working across service areas.  
Consistency of approach and 
economies of scale – we can only 
afford to do things once.
Some duplication has been removed
Common systems
More co- working
Co Located
More engagement of senior managers
3. Have we 
created high 
enough 
expectations from 
the new team? If 
not how can we 
do so?
No We are not clear on what 
the team expectations are, 
only a list of PIs without 
qualification
No With this one it’s going to 
be an upward battle now. I 
think you have to go back to 
the original plan and look 
what’s gone wrong, Then start 
to work on bringing the team 
together. 
 Yes at this moment in time.
There is a high expectation but 
as it stands no delivery at this 
junction. For example training, 
service level agreements etc.
No – I am probably more 
driven by a personal desire to 
provide a good service and the 
IOSH code of conduct.
I think customer focus is being eroded.
We cannot lose sight of why we are 
here and support to customers needs 
to be re prioritised.
On the positive side I think the service 
is now seen within the authority as a 
more” higer profile”  
More input re-defining roles.
Re-communicate expectations framed 
with carrot and stick.
Deal with under perfomance strongly.
Shift emphasis to perform from 
manager to team.
Re-engineer tasks and work processes 
within the team
Empower staff to develop new and 
improved ways of working (not fully 
reliant on management team)
Reduce lack of consistency with 
expected performance standards 
within management team as mixed 
messages divide team. Team 
members tend to hide in a fog of 
management inconsistency of 
approach. Needs to be a single clear 
approach with standards for output 
clearly defined.
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Provide a positive consequence for 
change, and negative consequences 
for not adopting the change.
The change effort cannot be "optional" 
for senior staff within the team.
I think we need to be consistant with 
the accepability of the quality 
standards of work out put. This has got 
much better but still needs some work. 
Expectations are high – we now need 
to put the infrastucture in place to 
deliver these.
These need to be clear and agreed 
objectives
Expectations are high which I 
understand is a good thing for 
motivation. However, I think 
expectations exceed capacity to 
deliver a quality result in every case.
4. Do you agree 
that we need to 
develop a vision, 
set of values, 
code of conduct
Vision yes, meaningless codes 
of conduct no
Yes we need a clearer vision 
of where we are going.
Yes some direction would be 
nice.
Yes but we need to go back to 
basics with the system and 
procedures that are being put 
in place.  
No, we are professionals not 
call centre staff, what’s 
happening at present is 
decrying our positions and 
ability to do the job we are 
paid to do 
Yes – goals and objectives are 
always useful if enough 
resource is allocated to make 
these achievable, if not this 
vision etc becomes pointless 
and de-motivates the team.
Yes Having the time to 
develop them is a different 
matter. 
No - No time has been allowed 
for this and as operationally 
numbers in the team have 
dropped the work has 
increased so development 
time is sparse.
Yes – It will probably help with 
consistency. It should not be 
too onerous and there should 
be point to any 
req/standard/value.
Yes But at a pace to suit every service 
user and the team .
A clear vision for the service has been 
established.
A code of conduct may be useful – 
although some team members 
currently struggle to work within the 
parameters already in place. Toxic 
employee syndrome exists (saying 
what they think and feel openly or 
within a group of supportive 
colleagues) in some areas of the team 
– this has affected the team dynamic 
creating (like minded) loyalties and 
undermining management authority. 
AKA the un-touchables.
More work is required.
Yes, emphasis needs to be on 
professionalism
No – no more please – lets 
concentrate on the work in hand.
We seem to be out of step with the 
rest of the authority on this, there is a 
corporate code of conduct and a prof. 
One via IOSH.
Our efforts should be concenterated 
on  slicker service delivery
No
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5. Can you 
provide a couple 
of sentences to 
describe what we 
stand for, why we 
exist and what we 
aspire to 
become?
Easier to discuss rather than 
put in print
These are just fancy words,
We should be doing the job we 
are paid for to the best of our 
ability exercising reasonable 
skill, care and diligence. But 
first appreciate the culture 
across the authority appears to 
be one of lip service with 
management taking little 
ownership of REAL ISSUES. 
I.e. reluctance to identify 
responsible persons.
We should stand for the 
improvement of health and 
safety management across the 
authority so as to provide a 
better working environment for 
staff and to promote the 
quality and productivity of the 
business, we exist to facilitate 
this stand point and we aspire 
to become a source of all 
encompassing support and a 
dynamic influence.
We stand for protection and 
ever improving standards 
across all aspects of the 
workplace. We aspire to be 
the professionals who push 
the limits of the envelope to 
achieve realistic targets.
We exist to assist and guide 
who ever we work with to 
promote health safety and well 
being of all.
We exist to meet the reqs of 
reg 7 of the man regs. I think 
we should focus on doing 
some basic H&S functions well 
and to a consistent method.
A solid robust professional service 
delivering reasonable and practical 
solutions to all areas of health and 
safety management.
To become a positive sensitive outfit 
capable of dealing with the authoritys 
new difficult times ahead.
See homepage on teamroom. I think 
you described this area quite well.
To be the experts on matters of H&S, 
also to be the first port of call for 
advice and assistance across divers 
service areas
We need to provide an efficient and 
effective health and safety service 
which is valued by mangers and 
employees of the County Council.
To remain the competent source of H& 
S advice & support as per 
management reg req.
Support for managers in delivery of 
healthier and safe services
High quality professional advice to 
managers to keep people fit and well.
6. What can we 
do to improve 
motivation?
Start listening to people and 
take on board their comments 
Narrow the team divide 
Provide a clear carrier path 
Plan for team development
Build trust in management
Provide adequate resource, 
training and support, define 
clear roles, be open and 
honest from the outset, ensure 
communication is consistent to 
all members of staff, ensure 
Listen, talk, support individuals through 
all stages of work initiatives.
Pat people on back for thier 
contributions if warranted. 
Limit the number of goals we are trying 
to achieve. Too many goals seem 
make nothing a priority. (as everything 
is a priority).
Provide positive consequence for 
change, and negative consequence for 
not adopting change.
Give SA’s a greater feeling of 
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consistency in all regards 
across the team. Quicker 
turnaround time from ‘saying 
and doing’.
Be more transparent when 
decisions are made and assist 
managers with requests which 
they feel are important rather 
than what we feel.
Within the Health and Safety 
team there seems miss 
understandings and differing 
interpretations of what is going 
to happen. This causes 
confusion and lowers morale 
within the team.
Change is not easy for some 
but all views should be 
considered.
Clarity. Leadership, direction.
ownership of projects etc while 
retaining a watching brief (difficult I 
accept). Openly cellebrate good work 
within the team e.g. Youth Services 
Project. Where possible allow acting-
up with some form of incremental 
payement.  
Whilst we are moving in the right 
direction, the speed of change is 
sometimes detrimental to quality and 
results in a lot of time being spent on 
projects which have a short duration or 
are subsequently abandoned.  
We need to take a step back, identify 
priority projects, discuss options and 
plan projects much more efficiently. 
Whilst change is good and we cannot 
stand still, we sometimes waste what 
is becoming one of our most valuable 
resources – time and we don’t take the 
whole of the team along with us – 
there is so much going on – we are in 
danger of leaving team members 
behind.
Alow period of bedding in with present 
systems and decision making at all 
levels.
Positive feedback , we dwell on the 
negetives
Better project management resulting in 
better prioritisation of workloads.
Not taking on projects that sit better 
with other services.
7. Theory 
suggests that we 
need to maintain 
a continuous 
challenge to staff 
by espousing 
new ideas and 
new approaches 
and by moving 
people out of 
their comfort 
zones. Do you 
feel that this is 
happening and is 
required?
Extend their comfort zones, 
but in safety moving people 
out could imply moving them 
into areas that they are not 
competent in or have the 
industry skills, knowledge or 
experience.
You need BUY IN of the staff 
first which at present is not 
there due to how the 
restructure has been and 
continues to be handled.
This is only happening in 
certain areas and should be 
across the board if it is to have 
a more significant impact.
 I agree a challenge and new 
ideas is good for individuals 
Last part of question was changed to 
ask whether this has happened.
Yes whilst staff offer interface in thier 
service areas we have all took on 
differnt work away from these areas in 
the form of projects,training.audits, 
development work, etc
Limited impact. Some team members 
have risen well to new challenges 
whilst others have remained 
entrenched and look to avoid at all 
costs.
Some team members now feel they 
have more responsibility than their 
positions reflect and as such feel 
overworked or underpaid for the work 
that is expected of them. They will try 
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work experience but only if 
organised so as there is no 
confusion or feeling of 
isolation for the individual.
I do feel this is necessary to 
develop skills. 
I feel this is not done at the 
moment in my case but has 
happened to others 
successfully.
I think most of the challenges 
are coming from dealing with a 
new situation at work not from 
ways of doing work. 
Some staff seem to have large 
workloads and a lack of 
direction on priorities. Other 
staff are expressing boredom 
about a lack of work. I think 
this is to do with a lack of 
direction on what are core 
functions are and how we do 
them.
to avoid any up-shift at all costs (some 
have even left the authority 
altogether).
Key barriers and entrenched attitudes 
to overcome:
• "We don't get paid extra to 
work harder."
• "We've always done it this 
way."
• "They don't have a clue about 
what we do."
• "It doesn't say that in my job 
description."
• "I'm going to do as little as 
possible”
I feel this is partially happening, but we 
need to be aware of individual abilities 
i.e. pace they can embrace 
challenges.    
Yes we have been moved out of our 
comfort zone in terms of new ideas 
and approaches, but this can be 
draining and if not allowed to have a 
period of reflection and time – quality 
can suffer.
Yes but this can be at the detriment of 
the service in  the short term and must 
be balanced against work place stress
I agree that people need new 
challenges and exposure to new ways 
of doing things. This has happened but 
there has been too much change 
which I thinnk is unsettling.
8. ‘Real teams are 
built by doing real 
work together’. 
What can we do 
differently to 
achieve this 
outcome?
Have some openness, trust 
and honesty 
First become one team
Build trust and faith in 
management first then develop 
team morale.
Allocate individuals to 
advantageous 
project/training/developmental 
work at certain times so that a 
sense of satisfaction from 
Question was changed to ask whether 
have moved in this direction.
As ststed earlier examples of 
collaborate working 
Audit programme 2007/08
Training Programme 2007/8 and 9/10.
Corporate policy development 2009/10
Plus smaller group working really 
works well you get instant feedback 
cutting out the long process of 
requesting comments before a final 
closure day.
The work moves on at a quicker pace 
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completed works is 
achievable. 
Time should be built in 
especially in times of change 
to complete this. 
We must bear in mind we are 
professionals and should be 
able to change roles and 
teams without many problems 
if the correct systems are in 
place.
and staff feel as though they have 
contributed.
A degree of silo mentality remains. 
Sometimes staff expend more time 
deciding who or what makes up a 
team than actually working as a team.
Flexible working tends to fragment the 
team – a useful tool for those not 
wishing to engage or cooperate with 
team related activities. 
Direct access to a manager within the 
office environment has removed all 
employee empowerment and 
responsibility for decision making 
(even ordering stationary and dealing 
with general service related enquiries 
is affected).
Some examples of good practice do 
exist, but these are limited;
OHSAS Project
L&D Development
Developing Auditing Processes (?)
Better sharing of information, and 
some rotation of key staff 
Yes, more collaborative working does, 
in the long run, provides a better 
quality product and is possibly more 
time effective, however, time 
pressures more often than not make 
this extremely difficult to achieve.
We are a collection of subteams 
constantly changing
For teams to bond they need a 
consistant perion of working together.
Some good examples of this (working 
on traininng programmes, OHSAS, 
etc).
We have seen the benefits of working 
together and  it is much better than 
being left to work in isolation and trying 
to do everything ourselves
104
Question Results October 2007 Results Jan 2010
9. Please indicate which of the following are relevant to the new service. Rank in order 
of importance with 1 being the most important.
• To play a more influential strategic 
role, H&S professionals will need 
analytical and interpersonal skills 
equal to the best consultants in the 
market place.
4, 3, 6, 3, 1, 4, 4,3, 3 
Total 31
Average 3.4
Position 5
6, 4, 2, 7,2,6, 5, 4,5, 
4
45 Total
4.5 average
Position 5
• The service needs to ensure that staff 
know the business they are 
supporting.
2, 2, 1, 1, 4,2, 6, 1
Total 19
Average 2.4
Position 1
4,6,4, 5,4, 6, 1, 5, 5, 
4
41 Total
4.1 Average
Position 4
• the introduction of performance 
management systems must not be 
allowed to compromise quality by 
focusing staff on output numbers 
rather than the impact that their 
intervention is having.
1, 1, 4, 6, 6, 2, 1 
Total 21
Average 3
Position 4
7,5,4,4,7,3, 3,7,4,6
50 Total
5 Average
Position 6
• Whilst it is considered essential to 
maintain areas of specialisation, the 
service is now in a position to add 
value to this through multidisciplined 
multifunctional problem solving.
6, 5, 2, 5, 7, 6, 2
Total 33
Average 4.7
Rank 6=
6,5,5,5,3,7, 7,3,6,3
51 total
5.1 average
Position 7
• A strong success factor for quality 
H&S service delivery is strong 
collaboration between OSH and its 
clients.
3, 3,4, 3, 4,3, 4,1, 2, 
2
Total 29
Average 2.9
Position 3
2,1,3,3,6,2, 2,2,3,3
27 Total
2.7 Average
Position 2
• Ensuring that Safety Directors and 
DRSMB’s (Departmental Risk and 
Safety Management Boards) are able 
to function effectively and monitor 
performance.
5, 7,7, 2, 3, 4, 5 
Total 33
Average 4.7
Rank 6=
3,2,3,2,5,4,2, 2, 3, 4
30 Total
3 Average
Position 3
• Clients expect to be able to contact 
the service easily and receive sensible 
informed and reliable advice.
4, 2, 5, 1, 2, 3, 6, 1, 2
Total 26
Average 2.8
Position 2
1,3,1,1,4,1,1,2, 1, 2
17 Total
1.7 Average
Position 1
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Appendix 4 Peter Roddis Development Overview January 2010.
Prepared by Service Director HR
Introduction
I have been asked by Peter to provide commentary on his development over the 
past 12 months as part of his MBA dissertation. Peter has indicated that he is 
seeking my views as a critical friend and someone whose opinion he values. I 
understand that Peter’s dissertation is about the management of change in the 
team that he leads. My comments are limited to and focus on this aspect of 
Peter’s developmental needs. 
I became Peter’s line manager in April 2009 following a restructure when his role 
was changed from Service Manager to Service Head.
Peter is responsible for a key statutory and strategic support service which 
functions across the whole of the County Council. 
Peter has been managing a change process with the team that he is responsible 
for, for a period of three years since the HR service was fully integrated into one 
department (Corporate Services) from a devolved HR structure model. 
The team that Peter manages has had to dramatically change their approach to 
become less operationally focused and more strategic. This has involved a need 
to develop greater influence with senior managers across the authority and to 
provide less day to day support to operational services.
Peter’s leadership style is conceptual and logical, with a focus on intellectual 
interaction rather than at an emotional level. In particular :
• Peter is sometimes so task focused that he can pay scant attention to the 
contributions of other people
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• Peter can keep ideas to himself for too long, believing others see things 
the same way but not check this out .  
• Peter uses his critical analytical thinking to apply to people and is 
sometimes disappointed with results  
• Peter prefers written communication to face to face and email to voice 
mail thus avoiding individual interactions
It has been evident, through supervision and from feedback from staff who Peter 
manages, that Peter needs to more carefully encourage and acknowledge 
others’ contributions and needs to make sure that he communicates and involves 
others earlier on when attempting to change things. 
We have discussed this at length and Peter has worked very hard to improve his 
interactions with both members of his team, me as his manager and other 
colleagues across the organisation with whom he interacts. I think that this has 
improved with the conscious effort that Peter is making to engage others. 
However, Peter needs to sustain this effort and for this to become part of his 
normal operating model. 
Early in 2009, Peter was taking a very directive style to the leadership of his 
team. Peter had clear ideas of where he wanted the team to go and had support 
across the organisation for this change of direction, but he had not thought to 
obtain the engagement of his team. Even when we engaged in consultation with 
the team it seemed apparent that he did not seem to listen to some of their 
concerns. This left the team feeling disempowered and resistant to the proposed 
changes. Peter felt frustrated that the team had not just accepted the changes 
and couldn’t understand why they couldn’t see that this way was the most logical 
way to proceed.
As a Service Head, Peter is participating in an Extended Leadership 
Development Programme. As part of this he has participated in a 360-evaluation 
feedback, where he received feedback from his peers, from his team and from 
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me as his line manager. This included feedback on behaviours that hindered his 
performance and new behaviours for him to consider.
In relation to team leadership, Peter has worked hard since receiving the 
feedback in the following ways and has had some success.
• Peter has worked to develop a closer dialogue with his team. He now 
spends time working alongside them, shares his ideas and listens to their 
responses and suggestions ;
• Working more closely with the team Peter has had some success in taking 
team members with him, with greater engagement;
• Peter has introduced mechanisms to involve staff in the development of 
ideas and proposals.
Evidence of this was the way that his team exhibited much more positive 
engagement at an HR  staff event that they attended on the 1st February 2010. 
This was in contrast to a number of team consultation events that I attended early 
in 2009, when it was evident that the team were not at all engaged with the 
changes that Peter was trying to introduce and repeatedly indicated that they felt 
that they had not been consulted or involved.
Peter’s recent assessment using Criterion Partnership’s CAL online personality 
questionnaire identifed the following aspects of his personality which seem 
relevant to his leadership style and which he needs to bear in mind. Peter :
• Prefers a directive leadership style.
• Plays to win.
• Sometimes doesn’t listen to others or forgets what they say.
• Prefers strategy to operational specifics.
• Can be sensitive to criticism.
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Conclusions
Peter is aware that these feedback mechanisms do identify some very relevant 
issues that he needs to work on. We have discussed many of the issues in 
supervision and Peter is working from a personal perspective to consider his 
preferred style and way of doing things and adapt accordingly. Peter is very keen 
to develop and work on the areas for development. 
Peter has implemented a number of initiatives and strategies to engage with his 
team more effectively.  Where this has not worked Peter has sought an 
alternative approach and tried that. There is real evidence that Peter has 
developed more dialogue and engagement and his team seem more positive and 
motivated to change. Peter needs to continue to work hard to maintain this and to 
increase his confidence in dealing with staff at a personal and individual level 
including face to face.
Service Director HR 
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